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ABSTRACT 
 
South Africa has undergone major social and political changes over the past 
two decades.  In addition, new legislation in the form of the Employment Equity 
Act (No. 55 of 1998), which regulates employment practices in an attempt to 
make the workplace a true reflection of the South African population, was 
introduced to employers.  The implementation of this Act has a major impact on 
organisations in South Africa and definitely influences the way in which they do 
business. 
 
Organisations, large and small, in every sector are being squeezed in all 
dimensions.   They compete for customers whose expectations of quality, price 
and service are constantly increasing.  Throughout the world, education, 
training and equitable working practices are recognised as essential ingredients 
to compete successfully and to ensure high performance practices.   
 
This research paper investigates whether the employee development strategies 
at Medscheme (the organisation selected for this study) are aimed at meeting 
employment equity objectives.  An important reason for the investigation is that 
globalisation and the need for organisations to gain sustainable competitive 
advantage require new and different approaches for the recruitment, training, 
development and retention of employees with key skills.  The key to success 
will, however, be for organisations in South Africa to find a middle way between 
ensuring equity, while remaining competitive.   
 
In order to achieve the objective of the research, the following approach was 
followed: 
• Firstly, a comprehensive literature study was conducted to determine the 
legislative basis for equity and employee development; 
• Secondly, a survey of literature dealing specifically with employee 
development initiatives available to organisations was conducted; 
• Thirdly, the views of the employees within Medscheme were obtained to 
determine to what extent the organisation implemented the Employment 
Equity Act and what development strategies are used to facilitate the 
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development of individuals from the previously disadvantaged designated 
groups to equip them for future positions in senior and top management; and 
• Lastly, the responses to the questionnaire were analysed to determine the 
extent to which Medscheme’s employee development strategies support the 
objectives of the Employment Equity Act. 
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CHAPTER 1 
INTRODUCTION, PROBLEM STATEMENT, AND OUTLINE OF THE 
RESEARCH PROJECT 
 
 
1.1 INTRODUCTION 
 
According to Ramashia (2003:1), the past ten years saw history-making 
developments, which created a new culture in the labour market arena in South 
Africa, namely that of ‘social dialogue’ anchored on reaching consensus among 
the social partners.  These developments include: 
• Putting new and relevant legislation in place;  
• Implementing an institutional framework capable of putting the economy 
of South Africa on a growth path; and  
• Restoring the dignity of working people by upholding the philosophy of 
‘decent work’.   
 
Ramashia (2003:1) points out that Government implemented the Employment 
Equity Act, No. 55 of 1998 (EE Act), as part of the changes within the South 
African labour market to address the historical workplace inequalities.  The 
intention of the EE Act is to prohibit unfair discrimination in employment whilst 
requiring specific measures to be taken to provide opportunities to blacks, 
women and people with disabilities so that they can be equitably represented 
across all levels and occupations.  The long-term objective of the EE Act is to 
ensure equitable representation in all levels and occupations, in line with the 
national and regional demographics of the economically active population. 
 
Berry (2003:2) agrees with the views of the previous author and further points 
out that the EE Act is an ambitious attempt at social engineering of the South 
African workplace and its aim is to undo the disparities in income levels and 
employment occupancy brought about by apartheid.  According to Ramashia 
(2003:1) the EE Act, however, recognises the constraints such as the available 
pool of suitably qualified people, labour turnover and the economic 
circumstances of the employer.  In view of these realities, the EE Act does not 
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impose any mandatory, external quotas and unrealistic deadlines.  Instead, it 
requires that employers should work with their employees or the employee 
representatives to identify and remove policies, practices and procedures that 
are discriminatory and to jointly develop plans for redressing the current racial, 
gender and disability differentials. 
Thomas and Robertshaw (1999:xi) further argue that the EE Act will certainly 
change the face of the workplace, particularly at senior levels.  It will require that 
past policies and practices are reviewed and addressed.  It will be necessary for 
employers to ensure that those previously excluded from the mainstream of 
business are given every opportunity to develop and advance to their highest 
potential.  While numerical target setting and related strategies of affirmative 
action will need to be implemented, the organisational environments of 
companies will also need to be prepared to be receptive to such initiatives.  This 
makes managing the complexity of this issue a major challenge to business 
leaders at all levels within organisations. 
 
Swanepoel, Erasmus, Van Wyk and Schenk (2003:375), however, point out that 
it is common knowledge that South Africa lacks highly skilled human resources.  
The state is constantly seeking ways to alleviate one of the most important 
national problems, namely illiteracy.  The authors further state that the country’s 
history, technological innovations, competitive pressures, restructuring and 
downsizing, the low level of literacy and the increasing diversity of the workforce 
are some of the important issues that force organisations to retrain employees 
and to provide basic literacy training.  This will ensure that employees are ready 
to face present challenges and to prepare themselves for the future. 
 
Swanepoel, et al. (2003:375) argue that this interplay between skills 
development strategy and organisations remains the key to the facilitation of the 
achievement of equity, growth and development in South Africa, which can be 
sustained.  All organisations engage employees to execute certain activities in 
order to achieve their goals and objectives.  Organisations must have 
competent employees to perform the tasks and to accomplish them.  Although 
well thought-out strategies and efficient human resource planning, recruitment 
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and selection initially provide an organisation with the required employees, 
additional training is normally necessary to provide them with job-specific skills 
to survive over time. 
 
Swanepoel, et al. (2003:375) also point out that for a very long time 
organisations in South Africa have neglected to invest in their employees to 
equip them for the challenges of a modern, globally competitive world.  It is 
therefore, essential that human resource development should play a prominent 
role in South African organisations if they wish to remain and become 
competitive global entities.  Wilson (1999:3) agrees with Swanepoel, et al. and 
adds that people who invest time in learning earn more and increase their 
chances of being in work.  Organisations committed to learning are more 
successful.  Developing a learning society is, therefore, central to the country’s 
future. 
 
Gqubule and Brown (2001:16) support these arguments and confirm that, 
despite the implementation of transformation policies and sound fiscal 
management by the Government, South Africa’s economic growth performance 
remains disappointing.  Continued high levels of unemployment and poverty 
undermine the stability of the new democracy.  The country still has one of the 
most unequal distributions of income in the world.  This is a reflection of the 
extremely low levels of black participation in the economy. 
 
The key to success will therefore, be for organisations in South Africa to find a 
middle way between ensuring equity, while remaining competitive.  The aim of 
this research is to gather information from a South African organisation, 
Medscheme, to determine whether their development strategies are aimed at 
meeting employment equity (EE) objectives.  The above discussion offers the 
basis for the exploration of the main problem of this study. 
 
1.2 MAIN PROBLEM 
 
“The people of South Africa declared on 26 June 1955 that all shall be equal 
before the law.  The Congress of the People in turn declared that all laws that 
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discriminate on grounds of race, colour and belief shall be repealed.  These 
aspirations placed equality, human dignity and human rights at the core of our 
democracy” (Ramashala 2004/05:v).   
 
Ramashala (2004/05:v) further states that the EE Act passed by Parliament on 
21 August 1998 constitutes one of the key interventions introduced to give 
effect to the achievement of equality in South Africa.  These interventions seek 
to eradicate the continuing legacy of economic and social inequalities in the 
country.  This was the first equality legislation to be passed by Parliament, but 
other policy interventions on equality have since been introduced.  The EE Act 
was introduced against the background of extreme disparities in the distribution 
of labour market opportunities.  These disparities in the workplace are a direct 
legacy of past discriminatory laws, particularly laws that deliberately excluded 
black people, women and people with disabilities from key decision-making 
positions and skills development opportunities. 
 
According to Ramashala (2004/05:v), the unfair discrimination practices in the 
workplace have led to under-utilisation of the greater portion of the productive 
population of South Africa.  Although the country lacks skills in certain critical 
areas in the economy, many graduates are still either under-employed or 
unemployed.  The majority of these are black females and people with 
disabilities.  South Africa has one of the most diverse populations in the world.  
This, however, has not been translated into a strategic business advantage and 
has serious implications for the economic viability and efficiency of the country.  
Employment equity is therefore, not only a moral and human rights imperative, 
but also a pre-condition for the development, achievement and sustainability of 
global competitiveness. 
 
Thomas and Robertshaw (1999:1) agree with Ramashala and add that the 
South African workplace has been characterised by struggle for equity on the 
part of black workers who comprise the majority of the workforce.  In addition, 
the workplace is characterised by adversarial relationships, lack of trust 
between individuals and groups, apparent absence of employee commitment 
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and motivation to organisational goals and low levels of productivity, profitability, 
quality and customer service. 
 
The achievement of employment equity requires proactive interventions that 
prioritise the development of the historically neglected populations.  Human 
resource development therefore, becomes a useful tool to address skills gaps in 
the national economy.  It is critical to align the implementation of the EE Act with 
other related human resource development legislation, policies and 
interventions.   
 
The different viewpoints and statements mentioned above leads to the following 
question, which is the main problem of this study. 
 
Are the development strategies at the selected organisation in line with 
Employment Equity (EE) objectives? 
 
1.3 SUB-PROBLEMS 
 
In order to develop a research strategy to deal with and answer the main 
problem, the following sub-problems have been identified: 
 
Sub-problem one 
 
What led to the passing of the Employment Equity Act (No. 55 of 1998) and 
what aims and objectives are contained therein, especially relating to employee 
development? 
 
Sub-problem two 
 
What employee development strategies are revealed in the relevant literature 
that will assist the selected organisation in developing individuals from 
designated groups? 
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Sub-problem three 
 
To what extent has the selected organisation implemented the Employment 
Equity Act and what development strategies are used to facilitate the 
development of individuals from the previously disadvantaged designated 
groups to equip them for future positions in middle and senior management? 
 
Sub-problem four 
 
How can the results obtained from the resolution of sub-problems one, two and 
three be combined into an employee development model, which can be used by 
the selected organisation as a strategy for facilitating the objectives of the 
Employment Equity Act (No. 55 of 1998), whilst ensuring a sustainable 
competitive advantage? 
 
1.4 DEMARCATION OF THE RESEARCH 
 
Demarcating the research serves the purpose of making the research topic 
manageable from a research point of view.  The omission of certain topics does 
not imply that there is no need to research them. 
 
1.4.1 Selected organisation 
 
South Africa’s largest multi-scheme healthcare administrator, Medscheme, has 
been selected for this study.  The organisation currently employs 1 945 
employees and provides administration and/or managed health care services to 
more than 783 000 members within the 27 close and open medical schemes.  
The membership of these schemes is extremely diverse and requires an equally 
diverse team of people to service the members. 
 
Over the past 24 months Medscheme has undergone significant changes in 
their endeavours to improve the Medscheme experience for the employees and 
customers.  In order to continue moving forward successfully, Medscheme 
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needs to understand and determine whether the perceptions of their employees 
are in line with the goals and objectives of the organisation (Medscheme 2006). 
 
1.4.2 Geographical demarcation 
 
Medscheme’s business is geographically divided into two areas within the 
Republic of South Africa, namely inland and coastal.  The inland region consists 
of 13 Medscheme offices, which amount to 1 333 employees.  The office in 
Bryanston (Gauteng) hosts most of the executive officers and directors within 
Medscheme, whilst the head office is based in Roodepoort (Gauteng).  The 
coastal region includes three of the Provinces within the Republic of South 
Africa, namely Western Cape, Eastern Cape and Kwazulu-Natal.  There are 
four Medscheme offices within the coastal region and the total number of 
employees’ amounts to 612 staff members. 
 
In order to limit the research to a manageable process, the branches within the 
inland region, as well as the Managed Care and Solutio departments within the 
coastal region were excluded from this study.  The empirical component of this 
study was therefore, limited to 192 employees within the coastal region, which 
accounted for 10 per cent of the total employment within Medscheme.  These 
employees were situated within the following Medscheme offices: 
• Pinelands office (Western Cape); 
• Port Elizabeth office (Eastern Cape); 
• East London office (Eastern Cape); and 
• Central Durban office (Kwazulu-Natal). 
 
The empirical survey was conducted by means of a questionnaire that was 
mailed electronically to the selected respondents.  The purpose of e-mailing the 
questionnaire was to provide respondents with an electronic way of completing 
and returning the questionnaire.  The benefit for the researcher was that the 
tracking of sent and returned questionnaires was simplified. 
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1.4.3 Employee level 
 
The study was conducted amongst all employees based in the coastal region, 
which consisted and included employees from: 
• All job categories and levels up to and including general management;  
• Designated groups (black people, women and people with disabilities); 
and  
• Non-designated groups (white males). 
 
It was important to obtain the input from employees at different job levels, as 
well as different gender and race groups within the organisation, because this 
enabled the researcher to obtain an overall understanding of the different 
viewpoints and to determine whether the perceptions of the employees are in 
line with the goals and objectives of the organisation.  The study was, however, 
restricted to the management level of general manager, as this is the highest 
management level found within the coastal region.   
 
1.5 DEFINITION OF KEY CONCEPTS 
 
The most important concept that needs consideration is the definition and 
understanding of employment equity as defined within the Employment Equity 
Act (No. 55 of 1998).  In order to gain a better understanding of the importance 
of employee development strategies within an organisation, it is also important 
to understand the difference between employee training, education and 
development.  These key concepts will now be defined. 
 
1.5.1 The difference between employee training, education and 
development 
 
It is important to understand the difference between employee training, 
education and development in order to achieve the objective of human resource 
development. 
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• Employee training – Nadler and Nadler (as cited in Swanepoel, et al. 
2003:452) define employee training as job-related training that is 
provided by employers for their employees.  The main aim is to improve 
the employees’ skills, knowledge and attitudes so that they can perform 
their duties according to set standards. 
• Employee education in the organisational context – Nadler and 
Nadler (as cited in Swanepoel, et al. 2003:452) state that employee 
education on the other hand, concerns the preparation of an individual 
for a job different from the one he/she currently holds.  In this case the 
outcome of performance is clearly defined.  Employee education usually 
refers to the preparation of managers for higher-level jobs or for possible 
change in the future. 
• Employee development or human resource development (HRD) – 
HRD is concerned with training, education and other intentional or 
unintentional learning, which refers to general growth through learning.  
According to Nadler and Nadler (as cited in Swanepoel, et al. 2003:375), 
HRD can be defined as a learning experience organised mainly by an 
employer, usually within a specified period of time to bring about the 
possibility of performance improvement and/or personal growth.  The 
main focus of HRD is learning and its principal aim is to attain the 
objectives of both the organisation and the individual. 
 
For the purpose of this study the terms employee development and human 
resource development will be used interchangeably. 
 
1.5.2 Training requirements according to the Employment Equity Act 
 
Disadvantages in training, education and experience are important in relation to 
equality in employment for women.  Subsection 20(3) of the Act is significant in 
relation to women’s recruitment and promotion as it states that suitability for a 
job depends, amongst other things on, the ‘capacity to acquire, within a 
reasonable time, the ability to do the job’. Also, in making decisions on job 
suitability an employer may not unfairly discriminate against a person solely on 
the grounds of lack of relevant experience (Employment Equity Act 1998). 
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1.5.3 Employment equity 
 
Thomas and Robertshaw (1999:5) define employment equity (EE) as the equal 
opportunities and fair treatment through the elimination of unfair discrimination 
and the implementation of affirmative action measures to advance black people, 
woman, and people with disabilities. 
 
The Green Paper (1996) on employment and occupational equity, published by 
the ministry of Labour, defines employment equity as: 
• The eradication of unfair discrimination of any kind in employee 
recruitment, promotion, training, remuneration, benefits and 
retrenchment, in line with constitutional requirements; and 
• Measures to encourage employers to undertake organisational 
transformation to remove unjustified barriers to employment for all South 
Africans, and to accelerate training and promotion for individuals from 
historically disadvantaged groups. 
 
1.5.4 The Employment Equity Act (No. 55 of 1998) 
 
Grogan (2001:247) highlights that, as a result of apartheid and other 
discriminatory laws and practices, there are disparities in employment, 
occupation and income within the national labour market.  These disparities 
create such pronounced disadvantages for certain categories of people that it 
cannot be redressed simply by repealing discriminatory law. 
 
The EE Act was therefore established in 1998, in order to: 
• Promote the constitutional right of equality and the exercise of true 
democracy; 
• Eliminate unfair discrimination in employment; 
• Ensure the implementation of employment equity to redress the effects of 
discrimination; 
• Achieve a diverse workforce broadly representative of the country’s 
people; 
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• Promote economic development and efficiency in the workforce; and 
• Give effect to the obligations of the Republic of South Africa as a 
member of the International Labour Organisation (Employment Equity 
Act 1998). 
 
The purpose of the EE Act is to achieve equity in the workplace by promoting 
equal opportunity and fair treatment in employment.  This is achieved through 
the elimination of unfair discrimination, and to implement affirmative action 
measures to redress the disadvantages in employment experienced by 
designated groups.  The aim of the EE Act is to ensure that designated groups 
are equitably representated in all occupational categories and levels in the 
workplace.  The designated groups who are deemed to have been 
disadvantaged in employment in the past are black people, women and people 
with long-term or recurring physical or mental disabilities (Important legislation 
2004:6). 
 
1.5.5 Basic guide to affirmative action 
 
The basic guide to affirmative action (no date:3), as cited on the Government 
website, is based on section 15 of the EE Act.  This guide is provided by the 
Department of Labour to assist employers with ways to ensure that qualified 
people from designated groups have equal opportunities in the workplace and 
to be equally represented in all job categories and levels.  According to this 
guide, employers must:  
• Find and remove things that badly affect designated groups; 
• Support diversity through equal dignity and respect to all people; 
• Make changes to ensure designated groups have equal chances; 
• Ensure equal representation of designated groups in all job categories 
and levels in the workplace; and  
• Retain and develop designated groups. 
 
Affirmative action is provided for in chapter III of the EE Act, but generally 
applies only to ‘designated employers’.  Thomas and Robertshaw (1999:17) 
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point out that designated employers are defined as an employer who employs 
50 or more employees or less than 50, but with an annual turnover set out in 
Schedule 4 of the EE Act.  Designated groups are defined in the EE Act as 
black people, women and people with disabilities.   The EE Act further defines 
black people as africans, coloureds and indians. 
 
1.5.6 Understanding the Skills Development Act (No. 97 of 1998) 
 
The Skills Development Act, 1998 (SD Act) and the Skills Development Levies 
Act, 1999 (SDL Act), provide for an institutional framework to devise and 
implement national, sector and workplace strategies to develop and improve the 
skills of the South African workforce and provide for the imposition of a skills 
development levy payable by employers (Basson, Christianson, Garbers, Le 
Roux, Mischke & Strydom 2005:12). 
 
The Skills Development Act (No. 97) was therefore established in 1998 to: 
• Provide an institutional framework to devise and implement national, 
sector and workplace strategies to develop and improve the skills of the 
South African workforce; 
• Integrate those strategies within the National Qualifications Framework 
contemplated in the South African Qualifications Authority Act, 1995; 
• Provide for learnerships that lead to recognised occupational 
qualifications; 
• Provide for the financing of skills development by means of a levy-grant 
scheme and a National Skills Fund; and 
• Provide for and regulate employment services and provide for matters 
connected therewith. 
 
1.6 SIGNIFICANCE OF THE RESEARCH 
 
Employment equity needs to form an integral part of Medscheme's 
transformation strategic plan and their commitment towards meeting 
employment equity targets is orchestrated by initiatives that will enable the 
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organisation to meet both qualitative and quantitative transformation principles.  
The strategic plan will be formulated with a three-year view and aims to ensure 
proportionate representation of black people at all occupational levels 
(Medscheme 2006).  
 
Coupled with meeting EE goals, the objective is to develop talent to ensure a 
constant supply of skilled management.  The strategic plan aims to provide job-
related fundamental, core skills training and knowledge that equips employees 
with attributes that aid in their professional development and performance 
(Medscheme 2006).  According to Solomon (2003, as cited in Joseph 2006:9) 
the EE Act could improve productivity, educate a largely functionally illiterate 
workforce and meet worker aspirations if it is carefully and properly 
implemented. 
 
Medscheme has undergone significant change over the past two years.  In 
order to continue moving forward successfully, they need to understand and 
determine whether the perceptions of their employees are in line with the goals 
and objectives of the company.  The study will focus on the gathering of factual 
evidence gained from Medscheme in order to determine whether the 
workforce’s perception is in line with the development strategies of the 
organisation and whether these strategies are aimed at meeting employment 
equity objectives. 
 
1.7 OBJECTIVES OF THE RESEARCH 
 
The current employee compliment according to Medscheme’s equity report 
(Medscheme report 2006:7) indicates the following: 
• 89 per cent of the total employee compliment is represented by the 
previously disadvantaged designated groups; 
• 34 per cent of management is represented by white males; and 
• 69 per cent of the total representation of the previously disadvantaged 
designated groups is employed in positions below management. 
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Evaluating the information in the equity report raises the question whether 
Medscheme’s human resource development strategies are aimed at developing 
the employees from the previously disadvantaged designated groups to equip 
them for future positions in senior and top management. 
 
The objectives of this study are to: 
• Determine whether Medscheme’s human resource development 
strategies are in line with the objectives and goals of the organisation; 
• Determine whether Medscheme’s human resource development 
strategies are aimed at meeting employment equity objectives; 
• Determine whether Medscheme’s human resource development 
strategies are aimed at meeting the expectations of their employees; and 
• Determine how Medscheme can achieve transformation and still remain 
competitive. 
 
The views expressed by various sources will be objectively analysed and 
compared to formulate and introduce employee development strategies to the 
organisation that will facilitate the attainment of the organisation’s strategic 
goals, meet the expectations of their employees and at the same time meet the 
objectives of employment equity.  Globalisation and the need for organisations 
to gain sustainable competitive advantage require new and different 
approaches to recruiting, training, developing and retaining employees with key 
skills.   
 
After a thorough evaluation of literature on the subject and a review of the 
opinions expressed in this regard, the researcher will finally draw conclusions 
and make recommendations regarding the importance of employee 
development and employment equity to form part of the strategic objectives and 
goals of the organisation and how this approach can be used to gain a 
sustainable competitive advantage. 
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1.8 RESEARCH DESIGN 
 
In this section the broad methodology followed in the study is described. 
 
1.8.1 Research methodology 
 
The following procedure was adopted to solve the main and sub-problems: 
• A literature study was conducted to determine the development 
strategies that can be used to enhance the development of employees.  
In addition, the aims and objectives contained in the EE Act regarding 
sections on employment equity and the development of people were 
identified and discussed; 
• Statistics from Medscheme’s 2006 equity report were obtained to 
determine the extent to which the organisation had implemented the EE 
Act and what strategies are currently used to facilitate the development 
of individuals from the previously disadvantaged designated groups to 
equip them for future positions in management.  In addition, the goals 
and objectives of the human resource (HR) department were obtained to 
determine whether the current equity report is line with the HR strategy 
within Medscheme.  The reason for the inclusion of the HR strategies in 
the study is that the HR department played a significant role in the 
recruitment, selection and development of employment equity personnel; 
• An empirical study consisting of an electronically mailed questionnaire 
was conducted among the selected employees within Medscheme.  The 
researcher developed a comprehensive questionnaire for this research 
project to establish the perceptions of employees regarding the extent to 
which the organisation had implemented the EE Act and what strategies 
are currently used to facilitate the development of individuals from the 
previously disadvantaged designated groups to equip them for future 
positions in management; and  
• The results of the literature study, together with the organisation’s equity 
analysis were combined with the results of the empirical study to 
establish whether the development strategies within Medscheme are 
meeting EE objectives.  
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1.9 OUTLINE OF THE STUDY 
 
The chapters that constitute the research study are as follows. 
 
Chapter 1: Provides an introduction and the outline of the research project.  It 
defines the main research problem and in order to resolve the 
main problem, four sub-problems were developed.  The objectives 
of the research project and the definition of key concepts are also 
discussed. 
 
Chapter 2: In order to provide answers to sub-problem one, a literature study 
is presented in this chapter to establish the legislative basis for 
employee development, in terms of the Employment Equity Act 
(No. 55 of 1998) and the Skills Development Act (No. 97 of 1998).  
The aims and objectives contained in the EE Act are also 
discussed and the importance of developing individuals from 
designated groups is emphasised.  The literature findings in this 
chapter together with the results from the analysis in chapter 4 will 
be used to address and answer sub-problem one. 
 
Chapter 3: In this chapter a literature review is presented on employee 
development initiatives, which provide information to answer sub-
problem two.  This chapter also considers the importance of 
employee development as a strategy to ensure a productive and 
motivated workforce and how this strategy can increase 
competitiveness in the market place.  Strategies to develop 
individuals from designated groups to equip them for future 
positions in middle and senior management positions are also 
discussed. 
 
Chapter 4: Analyses the current equity and employee development situation 
in South Africa and also provides a situational analysis of the 
selected organisation.  Sub-problem three is partly addressed in 
this chapter. 
  
Chapter 1:  Introduction, problem statement, and outline of the research project 
- 17 - 
 
Chapter 5: The researcher conducted an empirical study and developed a 
comprehensive questionnaire to obtain the opinions from the 
employees within the selected organisation.  This chapter 
discusses the research methodology used to conduct the empirical 
study and analyses the biographical details of the respondents. 
 
Chapter 6: Presents the results of the empirical study that reflects the 
opinions of the respondents regarding the extent to which the 
selected organisation has implemented the EE Act.  The strategies 
currently used to facilitate the development of individuals from the 
previously disadvantaged designated groups to equip them for 
future positions in middle and senior management are also 
presented.  The analysis in chapter 4, together with the results 
from the empirical study in chapter 6 will be used to address and 
answer sub-problem three. 
 
Chapter 7: Draws conclusions and makes recommendations for development 
strategies at Medscheme that are in line with EE objectives. 
 
1.10 CONCLUDING REMARKS 
 
The aim of this chapter was to present the main problem of the research along 
with the sub-problems.  The chapter also provided an overview of how the 
research was employed to determine whether the development strategies at 
Medscheme have been aimed at meeting employment equity objectives.  The 
key concepts were defined and the objectives, as well as the significance of the 
research, were presented.  An outline of the chapters that constitute the 
research study was also provided.  
 
The remaining chapters aim at addressing the main and sub-problems and to 
draw a conclusion on whether the development strategies at Medscheme have 
been in line with employment equity objectives.  In chapter 2 the theoretical 
elements and legislative basis for development strategies in terms of the 
provisions set by the EE Act (No. 55 of 1998) will be discussed.  
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CHAPTER 2 
LEGISLATIVE BASIS FOR EMPLOYEE DEVELOPMENT 
 
 
2.1 INTRODUCTION 
 
In order to provide answers to sub-problem one, a literature study is presented 
in this chapter to establish the legislative basis for employee development, in 
terms of the Employment Equity Act (No. 55 of 1998) and the Skills 
Development Act (No. 97 of 1998).  The aims and objectives contained in the 
EE Act are also discussed and the importance of developing individuals from 
designated groups is emphasised.  The analysis in chapter 4, together with the 
literature findings in this chapter will be used to address and answer sub-
problem one. 
 
Mdladlana (ministerial programme of action 2004:1) states that in 1994 the 
newly elected democratic Government inherited a labour market that was the 
cornerstone of the repressive and unjust system of Apartheid.  This labour 
market was characterised by: 
• Economic deprivation; 
• Adversarial labour relations and the denial of worker rights; 
• A cheap and migrant labour system; 
• Massive income and wealth disparities; 
• Systematic discrimination against black people, women and other 
groups; and 
• High levels of unemployment. 
 
Mdladlana further states that today, however, the country celebrates 12 years of 
freedom and millions of South African workers, employers and the country as a 
whole can celebrate Government’s achievements in creating a better life for all.  
The need for legislation governing employment practices in South Africa is 
widely accepted by Government, industry and employees alike.  These changes 
were therefore achieved through the successful implementation of labour laws 
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and an extensive transformation process (Ministerial programme of action 
2004:1). 
 
The vision of the Department of Labour is to strive for a labour market which is 
conducive to economic growth, investment and employment creation and 
characterised by rising skills, equity, sound labour relations, respect for 
employment standards and worker rights.  The Department is therefore, 
committed to address specific labour market problems and to seek an 
appropriate balance between labour market flexibility, efficiency, and equity.  
This will be achieved through skills development, promotion of employment 
equity, extension of coverage to vulnerable groups, addressing unintended 
negative consequences of existing labour market policies and strengthening 
social dialogue (Ministerial programme of action 2004:3). 
 
According to the ministerial programme of action (2004:3), the Department has 
made great strides in the implementation of legislation, which will ensure a 
labour market that is closer to being just, equitable, and capable of meeting the 
demands of a dynamic economy.  The most important legislation governing 
South African labour relations is: 
• The Employment Equity Act; 
• The Skills Development Act; and 
• The Skills Development Levies Act. 
 
The legislation referred to above has set the basic framework for governing 
labour relations in South Africa in the post-apartheid era and will ensure a high-
quality workplace education and training system that is cost-effective, 
accountable, meets training needs and which complements employment and 
economic growth.  Several codes of good practice have been published.  These 
codes serve as guidelines on the elimination of unfair discrimination and the 
implementation of affirmative action measures in the context of key human 
resource areas, as provided for in the Act (Ministerial programme of action 
2004:3). 
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The following section will provide a summary on the implementation of effective 
employment equity strategies and affirmative action measures as specified in 
the EE Act, as well as a summary of the Skills Development and Skills 
Development Levies Acts.  This summary is included for the purpose of 
introducing the concepts that will be tested in the questionnaire. 
 
2.2 THE EMPLOYMENT EQUITY ACT (NO. 55 OF 1998) 
 
The EE Act, which prohibits unfair discrimination, applies to all employers.  
Every employer is obliged to take steps to promote equal opportunity in the 
workplace by eliminating unfair discrimination in any employment policy or 
practice.  The EE Act specifically provides that it does not constitute unfair 
discrimination for an employer to take affirmative action measures in order to 
give employees from historically disadvantaged groups’ equal employment 
opportunities in the workplace (Important legislation 2004:6).     
 
According to the EE Act (No. 55 of 1998), designated employers are required to 
also implement affirmative action measures for people from designated groups.  
These measures must be designed to ensure that suitably qualified people from 
designated groups have equal employment opportunities and are equitably 
represented in all occupational categories and levels in the workforce.  These 
must include: 
• Measures to identify and eliminate employment barriers which adversely 
affect people from designated groups; 
• Measures designed to further diversity in the workplace based on equal 
dignity and respect of all people; 
• Making reasonable accommodation for people from designated groups in 
order to ensure that they enjoy equal opportunities and are equitably 
represented in the workforce of a designated employer; and 
• The retention and development of people from designated groups and 
the implementation of appropriate training measures. 
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The EE Act, however, makes it clear that employers are not required to adopt 
employment policies that adversely affect people who do not come from 
historically disadvantaged groups. 
 
2.2.1 The aims of the Employment Equity Act 
 
Research has shown that employers can increase productivity, motivation and 
resourcefulness in the workplace when they invest in people and treat them with 
fairness and equity.  The EE Act imposes a duty on employers to eliminate 
unfair discrimination and provides a framework of the attraction, development, 
advancement and retention of an employer’s human resource talent.  It is 
achieved by eliminating the historical barriers that prevent the advancement of 
designated groups and ensures that positive or affirmative action measures are 
in place to expedite their growth and advancement (Code of good practice 
2005:5). 
 
2.2.2 The code of good practice 
 
Organisations are constantly faced with the challenges of a compounded 
diverse global economy and constraints around infrastructure, skills, poverty, 
unemployment and service delivery.  Racial, gender and disability diversity are 
therefore, key to business growth and development and sustaining this growth 
requires ongoing commitment towards eliminating barriers, including skills 
development in its general and specific forms.  Some of the main challenges for 
employers include attracting, managing, developing and retaining talent in the 
workforce through effective human resource management (Code of good 
practice 2005:5). 
 
In this context, the implementation of effective employment equity strategies will 
assist employers to maximise human resource development through eliminating 
unfair discrimination and barriers and by promoting affirmative action.  The code 
of good practice on the integration of employment equity into human resource 
policies and practices, which were issued in terms of section 54 of the EE Act, 
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provides guidelines to assist employers in implementing these initiatives (Code 
of good practice 2005:5). 
 
The objective of this code is to provide basic guidelines on the elimination of 
unfair discrimination and the implementation of affirmative action measures in 
the context of key human resource areas, as provided for in the Act.  The 
intention of this code is not to be a comprehensive human resource code, but 
rather an identification of areas of human resources that are key to employment 
equity and which can be used to advance equity objectives.  The guidelines in 
the code will enable employers to ensure that their human resource policies and 
practises are based on non-discrimination, which will reflect employment equity 
principles at the commencement of employment, during employment and when 
terminating employment (Code of good practice 2005:5). 
 
2.2.3 Implementing employment equity 
 
Implementing employment equity involves two key initiatives: 
• Eliminating unfair discrimination in human resource policies and 
practices in the workplace; and 
• Designing and implementing affirmative action measures to achieve 
equitable representation of designated groups in all occupational 
categories and levels in the workplace. 
 
Section 6 of the Employment Equity Act prohibits unfair discrimination against 
employees or job applicants on one or more grounds of personal or physical 
characteristics like race, gender, sex pregnancy, marital status, family 
responsibility, ethnic or social origin, colour, sexual orientation, age, disability, 
religion, HIV status, conscience belief, political opinion, culture, language and 
birth.  These ‘prohibited’ or other arbitrary grounds cannot be taken into account 
in employment decision-making.  However, it is fair for them to be taken into 
account where they are relevant to either affirmative action measures or the 
inherent requirements of a job.  Unfair discrimination can take place by means 
of an action or an omission and the Act prohibits both direct and indirect unfair 
discrimination (Code of good practice 2005:7). 
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Equality can involve a formal notion of treating everyone who is in a similar 
position the same.  This can perpetuate unfairness when those who hold similar 
positions, namely all senior managers have different needs and circumstances 
that impact on their ability to perform effectively.  The Constitution requires 
employers to move beyond formal equality to substantive equality by 
acknowledging the differences between employees and treating them differently 
on the basis of those differences.  This is necessary to ensure that all 
employees are treated fairly.  Equity therefore invokes the requirement of ‘fair’ 
treatment in order to achieve substantive equality as an outcome in the 
workplace.  Equal treatment and equal opportunity, like equality, subjects 
everyone to the same rules without distinction.  Equity requires changing the 
rules so that their application is fair (Code of good practice 2005:6-11). 
 
2.2.4 Requirements of the Employment Equity Act 
 
The EE Act places a number of responsibilities and prohibitions on designated 
employers.  It is important for employers to understand the requirements of the 
EE Act and to incorporate these into their employment equity plans and 
activities (Joseph 2006:35). 
 
According to Mdlulu (2006:23), the Employment Equity Act is designed to 
address workplace equity by promoting the appointment of designated groups.  
The amended EE Act, as of May 2006, defines designated groups as black 
people (africans, coloureds and indians), women and people with disabilities 
who are citizens of the Republic of South Africa.  Employers with 50 or more 
employees or with less than 50, but with an annual turnover specified in 
schedule four of the Act, are to submit their employment equity reports.  
Employees with 150 or more employees need to report annually and those with 
fewer than 150 employees need to report every two years to the Department of 
Labour.   
 
Mdlulu (2006:23) further confirms that the report, which needs to be submitted, 
is based on the implementation of the company's Equity Plan. According to 
Mdlulu, an equity plan should include the following:  
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• The selection of a senior manager to look after employment equity;  
• A consultative forum must be set up representing everyone in the company, 
including unions and employees from designated and non-designated 
groups. The forum must meet regularly; 
• Analysis of the company's employment practices and working environment 
must be done to reveal barriers to achieving employment equity and to find 
out how many employees of designated groups in different occupational 
groups or levels are needed; 
• A workforce profile must be drawn up, comparing the number of employees 
from designated groups with that of the national demographics; 
• Target dates must be set and resources must be allocated to implement the 
plan; and 
• The plan must be shared with all in the company. Once the plan is 
completed and implemented, it must be submitted to the Department of 
Labour.  
 
Business owners should also be aware that submission of the report will impact 
on application for state tenders as the Department of Labour releases a registry 
of those employers who have submitted employment equity reports.   
 
2.3 SKILLS DEVELOPMENT 
 
The Skills Development Act provides an institutional framework to devise and 
implement sector and workplace strategies to develop and improve the skills of 
the South African workforce.  The SD Act and the SDL Act also provide 
reinforcing and supporting tools for developing employees in line with employer 
business objectives.  This contributes to a critical pool of candidates from 
designated groups from which employers could recruit, thus facilitating 
accomplishment of the Employment Equity Act objectives (Code of good 
practice 2005:29). 
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The code of good practice (2005:29), states that there are different areas that 
impact on an employer’s ability to develop employees from designated groups, 
which includes: 
• Effectively identifying training needs and matching these with the needs 
of the employer; 
• Providing effective mentoring and coaching;  
• Providing structured on-the-job training; 
• Considering accelerated development for employees with potential; 
• Providing meaningful job roles; 
• Implementing individual development plans; 
• Providing access to opportunities to act in a higher position; 
• Providing shadowing (a person following and observing another in order 
to gain experience or insight into a job) opportunities; 
• Creating challenging work assignments; and 
• Developing and promoting positive role models for designated groups. 
 
2.3.1 Impact on employment equity 
 
Skills development of employees is a key driver for the achievement of 
employment equity objectives and the EE Act positions skills development of 
designated groups as an affirmative action measure.  Development and training 
are key strategies to enable designated groups to advance and to reach 
equitable representation in all occupational categories and levels (Code of good 
practice 2005:30). 
 
Every employer should therefore, develop written policies and practices to 
reflect it’s commitment to training and development.  These policies and 
practices should refer to the objective of encouraging the training of employees, 
especially those from designated groups.  The policy may incorporate 
preference in access to training and development opportunities from designated 
groups, until their representation in all occupational categories and levels has 
reached critical mass.  Thereafter, this policy may then form the basis for the 
workplace skills plan (Code of good practice 2005:30). 
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The code of good practice (2005:31) suggests that employers should assist 
employees to identify and address their skills gaps by formulating appropriate 
objectives in their personal development plans, agreeing to timeframes and 
accessing the resources required to meet these objectives.  Employers and 
employees should also strive to create an organisational culture that 
encourages and rewards learning for everyone in the workplace.  An employer 
may achieve these objectives through: 
• Appropriated structured career breaks; 
• Bursary schemes; 
• On-the-job learning; 
• Mentoring and coaching; 
• Employee counselling for growth and advancement; and 
• Access to literacy and numeracy programmes. 
 
The code further suggests that competency requirements for senior managers, 
team leaders, line managers, supervisors and professional staff should include 
specifications related to the development of employees.  Employers should 
further consider conducting leadership and management development 
programmes to ensure that leaders and managers have the necessary 
knowledge and skills to effectively manage, develop and empower employees.  
Every effort should be made to create a work climate that is conducive to the 
successful integration and retention of employees from designated groups 
(Code of good practice 2005:31). 
 
All formal training offered to employees, whether through in-house training or 
from an external training provider, should ideally be linked to unit standards or 
qualifications that are registered on the National Qualifications Framework 
(NQF).  This ensures that employees are able to receive nationally recognised 
credits and certificates for their learning achievements.  This may redress past 
imbalances in formal education opportunities for people from designated groups 
(Code of good practice 2005:31). 
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Where employers consider implementing the recognition of prior learning (RPL) 
principles to redress historical education and training disadvantages to promote 
employment equity and validate employee skills and knowledge, this should be 
based on an employer specific RPL policy.  RPL as defined by the South 
African Qualifications Authority (SAQA) is a process whereby people’s prior 
learning can be formally recognised in terms of registered qualifications and unit 
standards, regardless of where and how the learning was attained.  RPL 
acknowledges that people never stop learning, whether it takes place formally 
at an educational institution, or whether it happens informally (Code of good 
practice 2005:31). 
 
The stipulation that an employer should monitor training opportunities in order to 
identify and address any disparities between groups and to ensure that training 
is done to achieve the employment equity objectives must be set out in its 
employment equity plan.  Employers should also conduct post training impact 
evaluations to track the progress of employees to ensure that training 
employment equity objectives are met.  Employees from designated groups 
who are provided with effective training and development interventions are likely 
to perform better.  This may contribute towards improved workplace 
performance and may increase the profile of employees from designated 
groups (Code of good practice 2005:32). 
 
2.3.2 Impact on performance management 
 
The performance management system should include the measurement of line 
managers and supervisors in relation to the contribution they make to the skills 
development of employees.  The code of good practice (2005:27) defines 
performance management as a business process that is used to monitor, 
measure and link what employees do on a continuous basis with the goals, 
values, culture and business objectives of the employer.  It is a process 
intended to establish a shared understanding about what is to be achieved.  
This includes clarifying the expectations that the employer has of the employee.   
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Performance management also involves the training and development of 
employees.  The manner in which the performance of an employee is managed 
may impact on the value that the employee adds to the workplace.  It may also 
impact on how peers perceive the performance and advancement of an 
employee and on the support received by that employee.  Performance 
management should not be a punitive process, but rather one that facilitates 
setting clear objectives for development and growth.  Providing opportunities for 
development for employees from designated groups is a critical challenge for 
many employers (Code of good practice 2005:28). 
 
The code states that in order to effectively manage performance in a non-
discriminatory and fair manner that encourages development, an employer 
should ensure that managers: 
• Receive coaching and diversity training to ensure that they are able to 
objectively and consistently manage performance and provide honest 
feedback whilst being sensitive to employee differences; 
• Understand and are able to properly implement the performance 
management system; and 
• Are able to provide the necessary coaching, mentoring and support to 
employees to motivate them towards performance excellence (Code of 
good practice 2005:28). 
 
The code also suggests that performance management systems could in 
addition: 
• Measure and incentivise managers for their leadership, mentoring and 
diversity skills, as well as for achieving employment equity objectives; 
• Incorporate review processes, which may apply measures relating to 
competencies of managers in diversity management, including feedback 
from employees and peers; 
• Develop clear learning objectives for all employees, particularly from 
designated groups.  This should link to the acquisition of additional skills 
and competencies for challenging positions into which employees may 
be promoted or transferred; and 
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• Ensure that the performance management system is linked to the 
inherent requirement of the job and is free of any unfair discrimination 
(Code of good practice 2005:28). 
 
Employers should review the results of performance appraisals to assess if 
there are any significant variations across designated groups.  If there are 
variations, employers should identify the reasons for these discrepancies and 
take action to remove them (Code of good practice 2005:27). 
 
2.3.3 Impact on promotions 
 
Effective training and development of employees from designated groups may 
enhance their skills and knowledge and ultimately their chances for career 
advancement.  Promotions and transfers are processes that facilitate employee 
mobility for various purposes, including career development, succession 
planning and operational requirements.  This should facilitate representation of 
members of designated groups in all occupational categories and levels, thus 
meeting employment equity objectives.  Promotions and transfers have the 
potential to impact on numerical goals and accelerate equitable representation 
of all groups in occupational categories and levels within a workplace.  These 
initiatives are key drivers for employment equity in that they can involve fast 
tracking the advancement towards achieving numerical targets (Code of good 
practice 2005:33). 
 
2.3.4 Impact on recruitment and selection 
 
Recruitment and selection is the process that employers use to attract 
applicants for a job to determine their suitability.  This involves various selection 
techniques such as short listing, scoring, interviews, assessment and reference 
checks.  This section identifies some of the strategies that can be used to 
attract a wide pool of applicants from designated groups.  One of the barriers in 
the recruitment process is the inability to attract sufficient numbers from the 
designated groups.  Attracting as many applicants as possible from designated 
groups may ensure that a larger skill pool is available from which to recruit.  
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Recruitment and selection is often the most important mechanism to achieve 
numerical targets and to increase the representivity of designated groups in the 
workplace (Code of good practice 2005:13). 
 
2.3.5 Induction process 
 
The code of good practice (2005:18) refers to induction as the process where 
an employer introduces a new employee to the business.  This includes 
familiarising the new employee with the vision, mission, values, job 
requirements and the policies and practices, as well as colleagues and the 
workplace environment.  A carefully planned and implemented induction 
process will ensure that all new employees, and in particular designated groups, 
are effectively integrated into the workplace from the commencement of their 
employment.  Proper induction can also function as a retention measure, since 
an employee who is properly integrated is less likely to be marginalized and 
more likely to thrive within the workplace.  
 
The induction process is an opportunity to convey the employer’s expectations 
and values and to indicate its commitment to equity and diversity.  This can 
occur, not only at the level of introducing the new employee to policies that 
prohibit unfair discrimination, but also through ensuring that existing employees 
and leadership demonstrate the necessary supportive behaviour towards 
employees.  The induction process can be useful in demonstrating the 
leadership’s commitment to employment equity by creating an opportunity to 
send the appropriate message about zero tolerance for harassment and 
discrimination, as well as support for affirmative action.  It can also serve to 
project senior role models from among designated groups already employed 
(Code of good practice 2005:18). 
 
To ensure that the induction process contributes to the effective integration of 
new employees from designated groups in the workplace, the employer could 
ensure that managers and human resource staff receive training on the 
induction process.  Managers could also receive training on avoiding 
stereotypes or assumptions about new employees based on their personal or 
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physical or racial characteristics, ethnicity or other arbitrary criteria (Code of 
good practice 2005:19). 
 
2.3.6 Importance of mentoring 
 
According to Mercorio and Mercorio (2000, as cited in Berry 2003:34) there are 
a number of links between the EE Act (No. 55 of 1998) and the SD Act (No. 97 
of 1998).  Both Acts concentrate strongly on the development of people by 
increasing their skills and knowledge to facilitate career path progression.  This 
can be linked to Noe’s definition of mentoring, which compare the duties of a 
mentor to those of a senior management person who helps develop a less 
experienced employee (Berry 2003:34). 
 
Tsukudu (1996, as cited in Berry 2003:38) points out that several studies have 
found mentoring relationships to be a significant factor in career development, 
organisational success and career satisfaction.  The development of mentoring 
relationships would therefore be an advantage for woman and black managers 
who want to advance to powerful positions in organisations.  Willbur (1987, as 
cited in Berry 2003:42) agrees with Tsukudu and states that mentoring can 
enhance accelerated development of designated groups into managerial 
positions.  Tsukudu further states that when females and members of minority 
groups enter management, their chances for career success improve when 
these individuals are exposed to mentoring programmes. 
 
It is therefore, evident that mentoring supports and plays an important part of 
the development programmes for individuals and increases the changes of 
success for females and black people who want to move into management 
positions. 
 
2.4 THE ROLE OF THE HUMAN RESOURCE DEPARTMENT 
 
According to the research done by Joseph (2006:24), the human resource (HR) 
department will be responsible for the successful implementation of the EE Act 
within organisations.  The HR department would therefore, be tasked with 
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certain responsibilities in ensuring compliance with the Act.  The HR department 
will also be responsible for the compilation to the organisation’s employment 
equity plan, refining or adapting policies in accordance with the EE Act, keeping 
statistics on employee ratios, and drafting submission of the organisation’s 
employment equity plan.   
 
The retention of all employees, specifically employees from designated groups, 
is a further challenge for employers.  Retaining employees from designated 
groups is critical for achieving and sustaining numerical targets and goals as 
envisaged in the Act.  Employers who seek to retain their talented and skilled 
employees, particularly those from designated groups, should develop and 
implement retention strategies.  These strategies will form part of the 
responsibilities of the HR department.  The HR department must also consider 
identifying trends that exist in their workplace regarding the reasons for 
terminations.  This will enable them to develop appropriate strategies to retain 
employees, particularly employees from designated groups.  These strategies 
should be directed at removing barriers that cause termination of employment 
(Code of good practice 2005:36). 
 
Another important role, which the HR department needs to fulfil, would be the 
managing of the inevitable change within the organisation.  Ulrich (1997:151) 
argues that due to globalisation, customer demands, technological innovation 
and information access, both winners and losers will be faced with increasing 
amounts of change that cannot always be predicted, anticipated, or controlled.  
Ulrich also states that the difference between winners and losers will not be the 
pace of change, but the ability to adapt, learn, and respond.  Change is difficult 
and on an individual level the success rate for change is depressingly low.  
When the need for change is extended to the organisational level, the outcome 
is often even more dismal.   
 
According to Farquharson and Baum (2003:1), recent research shows that two-
thirds of major change efforts fail, not because of lack of skills or resources, but 
because of resistance to change.  Change is real, it is radical and it faces us 
everyday.  There are different aspects that force organisations to adapt or die.  
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Some of these include changing consumer lifestyles, technological 
breakthroughs, economic conditions, political orders, social systems and 
employee profiles.  Unfortunately we tend to resist change, as it requires us to 
move out of our comfort zones, stretch our minds, establish new alliances and 
forces us to make physical change.  However, when people understand the 
need for change, the consequences of not changing, the change process and 
the desired end results, it becomes easier to participate than to resist (Schultz, 
Bagraim, Potgieter, Viedge & Werner 2003:249). 
 
According to Joseph (2006:26), South African business is emerging from its 
apartheid cocoon at a time of global competition.  There are several political 
and economical factors, like affirmative action and the volatility of the Rand, 
which drive the process for change.  Change leaders in South Africa must also 
be in a position to meet the needs of a cultural diverse workforce.  On the one 
hand, there is a well-qualified, mainly white workforce, and a substantially black, 
illiterate and unskilled workforce, on the other. 
 
These external and internal forces of change threaten an organisation’s ability 
to stay competitive and necessitate continuous change and innovation.  
Successful organisations therefore, need to develop a culture that embraces the 
challenges of change within the market place and global trends.  Schultz, et al. 
(2003:250) also state that organisational change and innovation must be aimed 
at improving the effectiveness of an organisation and its members through 
planned, systematic and well-managed interventions in the organisation’s 
human processes, structures and systems.  The workforce therefore, needs to 
be constantly equipped with the right skills and training should form an integral 
part of helping the employees meet challenges.  Ulrich (1997:157) recognises 
that HR professionals, as change agents, must turn an organisation’s desire 
into competence by recognising the challenges to successful change and by 
building plans to overcome those challenges. 
 
Swanepoel, et al. (2003:119) also refer to South Africa’s transformation and 
change phase to rectify past and present discrimination and inequalities 
amongst employees.  The EE Act prohibits unfair discrimination against an 
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employee and in any employment policy or practice.  This requires the HR 
department to address the need for determining what exactly is required in a job 
and how employees can be developed to create opportunities for those 
previously disadvantaged.  The HR department therefore, plays a key role in the 
implementation of organisational change and the HR professionals as change 
agents must build an organisation’s capacity to handle change. 
 
2.5 CONCLUDING REMARKS 
 
The aim of this chapter was to present what the relevant literature reveals about 
the legislation impacting on organisations to address past imbalances.  The 
aims, implementation and requirements of the EE Act, together with the code of 
good practice on the integration of employment equity into human resource 
policies and practices, were discussed.  The chapter also examined the 
objectives of the Skills Development Act (SD Act) for enhancing accelerated 
development of designated groups into managerial positions and the role of the 
human resource department in ensuring the successful implementation of both 
the EE Act and the SD Act. 
 
Chapter 3 will consider the employment development strategies that will assist 
the selected organisation in developing individuals from designated groups.   
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CHAPTER 3 
EMPLOYEE DEVELOPMENT INITIATIVES 
 
 
3.1 INTRODUCTION 
 
“If learning is so good for us, why don’t more people engage in learning 
activities?  We are constantly told that taking part in learning opportunities, 
which include formal training, adult education and informal coaching, is good for 
individuals, organisations and nations.  It enhances salary, productivity and 
prosperity” (Tamkin:2004:1).  However, participation, especially among lower-
skilled adults, is low.  Few people seem convinced that education and training 
are sufficiently worthwhile, to sign up for courses without encouragement or 
inducement. 
 
In this chapter a literature review was conducted on employee development 
initiatives, which provided information to answer sub-problem two.  This chapter 
also considered the importance of employee development as a strategy to 
ensure a productive and motivated workforce and how this strategy can 
increase competitiveness in the market place.  Strategies to develop individuals 
from designated groups to equip them for future positions in middle and senior 
management positions are also discussed. 
 
3.2 PEAK PERFORMANCE, SKILLS AND EQUITY IN SOUTH AFRICA 
 
According to Rourke (2003:1) a substantial 37 per cent of South African 
companies are presently using some form of technology-assisted training (E-
learning) to train employees, but less than 15 per cent of companies spend time 
on training employees on how to acquire the necessary skills to become a self-
directed learner.  This is a skill of utmost importance if companies want to see a 
decent return on investment for the money spent on E-learning initiatives, 
because most employees do not find it easy to study on their own.  Rourke 
believes that training and the awareness of the importance of training have 
definitely come to the forefront since the promulgation of the Skills Development 
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Act and other related legislation.  Rourke (2003:2) disagrees with Tamkin 
(2004:1) and states that the training of employees is now seen in a much more 
pro-active and strategic light. 
 
Wolfe (2004:1) confirms that with an increasingly mobile and flexible labour 
market, organisations need to be aware of the issues and repercussions that 
organisational change poses, not only to their bottom line, but to the employees 
affected by such change.  According Wolfe, the most important challenges for 
companies to overcome from a training and people development viewpoint is 
leadership development, change management, staff retention and the 
measurement of the value or return on investment for employee training. 
 
Mdladlana, (2003:3), believes that there are many challenges to Government, 
business and labour.  Mdladlana also believes that managers of the human 
resource function have a critical role to play in South Africa, now more than ever 
before.  South Africa has passed the stage of implementing the policies that 
form the building blocks for transformation and improvement in the working 
environment. The country is now embarking on the long road of ensuring that 
real changes happen and that organisations improve their ways of managing 
and developing their human resources.   
  
According to Mdladlana (2003:3), skills development and employment equity 
can be seen as cornerstones of good human resource practices in South Africa 
today and together they contribute to enhanced performance of enterprises and 
improvements in the quality of working life.  The key reference points in the area 
of human resource development are:   
• The Skills Development Act (No. 97 of 1998), which aims to develop the 
skills of the South African workforce in order to improve the quality of life 
of workers and also to improve the productivity and competitiveness of 
employers; and 
• The Employment Equity Act (No. 55 of 1998), which is aimed at 
eliminating unfair discrimination in the workplace and takes measures to 
make organisations representative of the people of South Africa.  
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Tamkin (2004:2), however, argues that skills do not directly enhance 
performance, but are important as part of a system of influences on human and 
organisational capability.  He believes that there are two key dimensions which 
underlie this complexity, namely deployments of individual capability and the 
partnership between the individual and the organisation.  Figure 3.1 illustrates 
this concept.  
 
FIGURE 3.1:    INTERRELATIONSHIP BETWEEN SKILLS, HUMAN  
    CAPABILITY AND PERFORMANCE 
 
 
Source:  Tamkin 2004:2 
 
Figure 3.1 shows that by combining these two dimensions, one can begin to 
understand how skills fit into a broader concept of human capability and 
performance. 
 
Barber, Hayday and Bevan (1999:1) agree with Tamkin that individual capability 
is an essential component of performance, but it’s development through 
education, qualifications and training is only one half of the picture.  Once 
developed, skills have to be fully deployed to be useful and this involves 
capturing the motivation and enthusiasm of the workforce.  Wood, De Menezes 
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and Lasaosa (2001:3) also found that the implementation of high involvement 
management raised the rate of productivity growth.   
 
Therefore, no matter how skilled and motivated individuals are, the organisation 
has to play its part by recruiting and promoting the right kinds of people, 
creating interesting, involved jobs, and developing a business strategy that 
engages with people’s values and utilises their skills (Patterson, West, Lawthom 
& Nickell 1998:1).  Pandor (2004:2) agrees with Patterson, et al. and adds that it 
is important to complement the skills that one seek to develop, with the 
necessary values and attitudes.  Without the will to provide a service, the 
knowledge and skills gained from the many training programmes on offer, are 
only self-serving, maybe a route up a career ladder. 
 
3.3 THE RELATIONSHIP OF HUMAN RESOURCE DEVELOPMENT (HRD) 
TO OTHER HUMAN RESOURCE MANAGEMENT (HRM) FUNCTIONS 
 
The role of HR has been evolving for some time.  According to Walton 
(1999:127), the shift from ‘personnel’ to ‘human resources’, for example, was 
part of the movement to acknowledge the value of employees as an 
organisational resource.  The Walton also states that the new HRM model is 
composed of politics that promote mutuality – mutual goals, mutual respect, 
mutual rewards and mutual responsibility.  The Walton further believes that 
policies of mutuality will elicit commitment, which in turn will yield both better 
economic performance and greater development. 
 
3.3.1 Human resource departments as developers 
 
Walton (1999:127) also confirms that the integration of both business and 
human resource strategy is fast becoming a key ingredient in creating a winning 
organisation.  The ability to transform strategy at executive level to actions at 
grass root level remains an imperative in sustaining and growing a competitive 
advantage.  The HR department is therefore, a critical imperative to ensure the 
alignment of organisational strategy with human resource strategy. 
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Swanepoel, et al. (2003:131) agree with Walton’s statements and add that 
employers need to organise and deploy their workforces effectively if they are to 
be successful and meet the demands of international competitiveness.  The 
authors further state that the challenge is to secure high levels of productivity 
and commitment to meet rapidly changing business, regulatory and 
technological circumstances, while meeting employees’ needs for fulfilling, 
creative and supportive working environments.  The authors also highlight that 
the South African labour environment also provides a dynamic and diverse 
culture that requires a HR strategy that is supportive of business goals, but also 
aware of legislative boundaries, both for the reason of creating a profitable 
organisation and a legitimate corporate citizen.    
 
Swanepoel, et al. (2003:453) point out that the HR department’s function should 
be positioned: 
• To ensure that the competence of employees is aligned to the skills and 
capabilities that the organisation requires to compete effectively in South 
Africa and globally; 
• To ensure an effective training and development strategy by identifying 
the skills required by business and to transfer the skills to employees 
thereby improving the overall capability of the organisation to achieve 
business objectives; 
• To implement a performance management strategy that compliments the 
training and development strategy to ensure that the human capital 
capability, and the skills and talents of employees are appropriately 
utilised; and 
• To ensure that the organisational development strategy contributes to the 
alignment of employees and the organisation, focusing mainly on 
unlocking the organisational capacity (leadership and management 
development) and the implementation of transformation strategy (e.g. 
diversity management and employment equity). 
 
Swanepoel, et al. (2003:453) support the above arguments and state that the 
HR department’s function therefore, should be positioned to enable business to 
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achieve its objectives, to establish efficiencies and drive towards a culture of 
performance.  Figure 3.2 illustrates this concept. 
 
FIGURE 3.2:  THE HUMAN CAPITAL STRATEGY MODEL 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source:  Swanepoel, et al. 2003:453 
 
3.3.2 Managers as developers 
 
Hirsh (2004:1) argues that with the shift to become business partners, 
management’s role in HR functionalities has become one of increased 
importance with line management taking on the responsibility of managing 
people and is held accountable for their contribution to enhance employee 
performance.  Hirsh (2004:1) states that there is increasing emphasis on the 
role of the manager as coach, as well as on the workplace as a learning 
environment.  Whether managers have formal development roles as mentors or 
offer informal support to staff who may not work for them directly, all need a 
practical idea of how to develop others effectively.  The Hirsh further points out 
that the following five steps need to be followed to improve one’s effectiveness 
in developing others. 
  
Business Success 
Performance 
Competence 
Human Capital 
Organisational 
Development 
Strategy 
Performance 
Management 
Strategy 
Training and 
Development 
Strategy 
H
C
 A
lig
nm
en
t 
B
us
in
es
s 
A
lig
nm
en
t 
Resourcing 
Remuneration 
and Wellness 
Risk 
  
Chapter 3:  Employee development initiatives 
- 41 - 
 
• Step 1: Set the climate: When people need help, make time for them 
where they feel welcome.  Make time to enjoy developing others.  Treat it 
is as a business priority.  Build development into the team atmosphere.  
Encourage members to help each other and share information.  
Managers must acknowledge their own need for development and 
improvement.  Build development into staff and team objectives.  
Managers must work on staff development within their own natural 
management style. 
 
• Step 2: Building a developmental relationship: Get to know the staff 
through frequent, informal conversations about work and progress.  
Listen carefully to their concerns. See the work situation from the 
individual’s point of view, and tailor the response to their particular 
needs.  Offer positive support, building trust through an open, honest and 
considerate approach.   Be pro-active and alert to the extra development 
needs people have when they are new in a job or when they are 
outgrowing their job.  Signs of stress, job changes or poor motivation can 
also show the need for extra development support.  Adjust each 
developmental relationship over time, giving people more space as their 
skills and confidence grow. 
 
• Step 3: Feedback and focusing development: Be explicit about 
standards of work and behaviour required.  Achieve a sound 
understanding of the individual’s performance and skills through 
conversation, and also through direct observation and review of specific 
tasks.  Review performance and development progress in frequent one-
to-one meetings.  Be open and honest in giving feedback.  Give praise 
often and use positive feedback to build confidence.  Make any criticism 
specific and constructive.  Listen carefully to how the individual sees 
themselves and challenge this if necessary.  Try to agree on a few 
development priorities (even just one), based on a clear, objective, and 
shared assessment of their needs.  Track development activity and 
progress consistently. 
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• Step 4: Delivering development: Make sure that agreed development 
priorities are actively pursued.  In coaching an individual, be focused and 
explain thoroughly, using real work examples.  Invite the individual to 
rehearse important tasks or share ideas before executing them.  Review 
such tasks afterwards and help the individual learn from them.  Give the 
employee a wider understanding of the business, and how it operates 
politically.  Pull in others to help with development. Choose them for the 
skills they have and work experiences they can offer, but also pick 
people who are effective developers.  After identifying the development 
needs, make the best use of the formal training that the organisation can 
offer.  Talk to the individual before and after any training course.  Look 
for direct experiences outside the normal job which can deliver 
development for example, projects, working groups, job swaps, external 
activities, et cetera.  Use delegation consciously to develop others.  If 
personal problems are affecting an employee’s work performance or 
development, try and work with them to solve the problem in a supportive 
but objective fashion.  Be flexible and pull in expert help if needed. 
 
• Step 5: Active career development: See a person’s current job 
performance in the context of what they have done before, and what they 
may go on to do.  See their work and career in the context of their life 
outside work and remember that people’s circumstances are always 
changing.  If an employee has potential beyond their current job or would 
do better in a different kind of job, talk to them.  Be prepared to gently 
push them to extend their career aspirations if they under-estimate their 
own ability.  Sometimes, the reverse is needed for people who over-
estimate their own skills or abilities.  If an individual is thinking about a 
career move, help them obtain a realistic view of the possible new job 
role, and whether they have the skills it requires.  Support staff through 
the processes of job change or promotion.  Make sure they understand 
how these processes work, and coach them if necessary on the 
application documents they have to complete, or for interviews or 
presentations. 
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Following these steps, one can create the concept of a good developer-
manager.  Figure 3.3 illustrates the steps which need to be followed to ensure 
ultimate performance, job satisfaction, career progression, commitment and 
retention of key individuals.  
 
FIGURE 3.3:  CONCEPT OF A GOOD DEVELOPER-MANAGER 
 
Source:  Hirsh 2004:1 
 
3.4 EMPLOYEE TRAINING AND DEVELOPMENT STRATEGY 
 
According to the national initiatives (2002:4), recent changes in the economic 
and social climate have resulted in retrenchments, re-deployment and 
legislative requirements on employment equity.  It is within this scope that 
organisations need to develop a social plan and skills development framework 
which will assist workers to make sound choices and take full advantage of 
education and training, job-creation and employment opportunities available.  
The document also states that the essence of a training and development 
strategy entails the following core beliefs: 
• Training leads to competence; 
• Competence leads to performance; and 
• Performance leads to the attainment of business objectives. 
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3.4.1 Training and skills development plan 
 
According to Coetzee (2002:95), the workplace skills plan (WPSP) refers to the 
strategic human resource training and development aim of developing the 
workforce skills capacity and thereby achieving the business goals contained in 
the business plan.  Coetzee (2002:95) further states that developing a WPSP is 
a systematic process which entails the following: 
• Proper workplace planning; 
• Proper job analyses as an input to the workforce planning process; 
• Identifying and defining the skills requirements of the organisation as 
derived from the workforce planning process; 
• A skills audit to determine the actual skills of the current workforce; 
• Defining skills training priorities as derived from the skills audit and 
analyses; 
• Identifying skills programmes to address the skills training needs; 
• Implementing the workplace skills plan; 
• Monitoring, evaluating and reporting of the workplace skills plan; and 
• Establishing a quality assurance system to ensure effective and value-
added skills training and development. 
 
Swanepoel, et al. (2003:459) agree with Coetzee and point out that the 
‘Regulations regarding the Funding and Related Issues’, linked with the Skills 
Development Levies Act (1999) require that the following information should be 
contained in the Workplace Skills Plan: 
• Number of persons in each occupational group who received training 
during the year ended a specified in the regulations; 
• Strategic skills development priorities for the levy grant for the period as 
mentioned in the regulations; 
• Qualitative information relevant to skills planning (referring to the 
recruitment and filling procedure); 
• Training skills needs for the period required referred to in the regulations; 
and 
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• Issues relating to quality assurance with reference to staff education, 
training and development. 
 
Swanepoel, et al. (2003:454) highlight that the functional objectives of HRD are 
to provide all job-related fundamentals, core skills and knowledge for all 
employees; and to provide training that equips employees with the attributes 
that aid in their professional development and performance.  Swanepoel, et al. 
(2003:454) further state that individual competence is attained through training 
and development.  However, because training on its own does not achieve 
competence, emphasis is placed on the completion of a training cycle to ensure 
that both competence and performance are attained.  The training cycle 
consists of four key elements, namely: 
• Needs analysis/assessment; 
• Development plan/material development; 
• Training phase/delivery; and 
• Evaluation levels and measures. 
 
Needs analysis/assessment 
 
Swanepoel, et al. (2003:454) believe that successful training begins with a 
needs assessment to determine which employees need to be trained, establish 
the underlying problems and causes and how these can be addressed by 
training.  It is important for an employer to know the capacity which its human 
resources already have before factoring in any development intervention.  A 
skills development plan begins with a skills analysis of the human capital within 
the organisation.  The analysis of training needs is used to develop training that 
is needed by the employees to effectively fulfil their duties and is necessary for 
the attainment of organisational goals.   
 
According to Swanepoel, et al. (2003:456), there are several sources of 
information which can be used for a needs analysis and many ways of 
gathering such information.  The choice of methods and sources depends partly 
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on the nature of the problem and the purpose of the training.  The primary 
method of needs analysis is gap analysis and consists of the following: 
• Profile each role within the organisation and assess the individuals’ 
current skills profiles against that job profile; 
• The role will determine what skills, knowledge and attributes are required 
to perform efficiency within that role; and 
• The assessment will determine how big the gap is between what is 
actual and what is required. 
 
Fisher, Schoenfelt and Shaw (2003:372) identify another method that should be 
used, namely the performance appraisal system.  According to the authors, the 
process begins with the manager and employee sitting for an appraisal.  Where 
there are gaps in performance as a result of skill and/or knowledge, those 
should be listed and training must be arranged accordingly.  Swanepoel, et al. 
(2003:456), however, point out that needs analysis requires time, money and 
expertise and that many organisations undertake training without making this 
essential preliminary investment.  The authors also state that often there is no 
systematic plan to predict future training needs or to determine whether 
perceived needs and problems can be addressed by training.  Training which is 
undertaken without a careful analysis of requirements is likely to be ineffective 
and reduce the motivation of employees to attend future programmes. 
 
Development plan/material development 
 
Once the needs are identified and clarified, a training programme can be 
developed to achieve the training objective and outcomes.  To ensure the 
success of the training programme, appropriate training methods must be 
selected and suitable training materials researched, designed and developed to 
convey the required knowledge and skills identified in the training analyses 
(Swanepoel, et al. 2003:463). 
 
The information as published in the national initiatives (2002:4) supports the 
arguments of Swanepoel, et al. regarding the importance of a development plan 
and adds that one can use subject matter experts to assist in the development 
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of the training material.  The subject matter experts will consist of the business’ 
high performers that will be identified via a selection process and incentivised to 
contribute to the material development.  The document further states that the 
subject matter experts will work hand-in-hand and closely with the research and 
development specialist to finalise the training material, which will be used by the 
trainers to deliver training. 
 
Swanepoel, et al. (2003:461), however, point out that the training material must 
be outcome based and each module should have a clearly defined outcome 
that the learner must achieve.  All material must be aligned to unit standards 
related to various qualifications in accordance to the National Qualifications 
Framework. 
 
Training phase/delivery 
 
Swanepoel, et al. (2003:465) highlight that the most important element within 
the delivery phase is that all deliverables must be linked to performance.  There 
must be ongoing assessments within the training to drive outcomes.  According 
to the authors, it is imperative to note that delivery can take the form of either: 
• Classroom training or sometimes referred to as instructor-led; 
• Computer-based training and E-learning.  It is the interactive self-paced 
method where learners can learn and even be assessed; or 
• On-the-job or sometimes referred to as ‘sit by Nellie’ training.  This 
method can be very effective if structured and monitored properly. 
 
Swanepoel, et al. (2003:463) point out that a number of principles can however, 
facilitate and influence the learning process either positively or negatively.  
These are discussed briefly. 
• Readiness and motivation level of the learner – learning that takes place 
without motivation is not as successful as learning with motivation.  
Learner motivation can be improved by involving them in the needs 
analyses, ability to attend courses voluntarily, information on the benefits 
of the training and how it can influence their career, et cetera. 
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• Condition for practice – actively practising the skills or task being learned 
can increase learning. 
• Knowledge of results – effective learning requires that trainees receive 
feedback, or knowledge of results, on how they are performing.  
Feedback is critical for both learning and motivation. 
• Overcoming interference – a trainee experiences interference when 
habits and/or learning acquired before the start of training make it difficult 
to the trainee to absorb new material. 
• Transfer of training – if learning that has taken place during training is not 
transferred to the job situation; the training programme has been 
ineffective. 
• Adult learning principles – most employees in organisations are adults 
and training should therefore, be active and learner-centred.  Training 
should focus on real-world problems and on applying techniques such as 
case studies and role-playing, as the experience and knowledge of 
adults can be used productively. 
 
Evaluation levels and measures 
 
Swanepoel, et al. (2003:473) conclude the training cycle theory with the 
evaluation and measurement phase and state that the purpose of this phase is 
to determine the extent to which the training activities have met the stated 
objectives. 
• Level 1:  Reaction – this measures whether the delegates were satisfied 
with the hygiene factors of training.  Factors like the venue, food, trainer, 
and training material are evaluated.  An instrument usually referred to as 
the ‘smile sheet’ is used.  A positive response here does not necessarily 
mean that the training outcomes were attained. 
• Level 2:  Learning – this measures whether any knowledge has been 
transferred in the training.  This can usually be assessed within the 
training by role-plays, et cetera.  At the end of the training, learners will 
write a test/assessment to ascertain whether learning has taken place. 
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• Level 3:  On the job performance – this is the most effective level of 
evaluation.  In this method, learners are assessed to ascertain if there 
has been an improvement in performance as a result of training.  This is 
the main reason one does training, to improve performance. 
• Level 4:  Business impact – In this level one will measure whether the 
effort of training have had a positive impact on the business. 
• Level 5:  Return on investment – In this level, one will be measuring 
whether the resources (financial, etc.) that have been invested into the 
training have actually served the purpose of performance improvement.  
This is a 13 step process that focuses on the financial calculation of rand 
and cents input versus output. 
 
3.4.2 Resourcing 
 
According to the guidelines as published in the national initiatives (2002:4), 
resourcing is based within the function of talent management.  The document 
defines talent management as the ability to manage and develop the 
competence and commitment of its employees throughout the entire 
organisation.  By managing and developing the competence of employees, one 
is driving performance and a culture of performance within the business and this 
will result in achieving overall business objectives.  The document further states 
that in order to create a competent and committed workforce, management 
needs to: 
• Measure the performance of employees more effectively; 
• Improve their performance management skills; 
• Coach and mentor staff; 
• Compensate employees equitably; and 
• Offer fair incentives to staff where necessary. 
 
The national initiatives (2002:6) points out that the competence of the workforce 
can be increased by acquiring/hiring new talent from outside the company and 
by training and/or developing talent through formal and informal training, job 
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rotation and job assignments.  The commitment of the workforce can be 
developed by: 
• Enabling employees to control decisions on how they do their work; 
• Providing employees with a vision and direction; 
• Providing employees with stimulating work that develops new skills; 
• Increasing teamwork amongst employees; 
• Communicating openly and honestly and frequently sharing information; 
• Respecting the dignity of all employees; and  
• Embracing the diversity and employment equity amongst employees. 
 
The resourcing building block of the human capital strategy encompasses three 
strategic initiatives, namely the recruitment and selection process; succession 
planning; and the retention of high performance employees and scarce 
competence. 
 
3.4.3 Risk 
 
Grogan (2001:51) states that effective management of employee relations 
paves the way for a winning organisation which embraces a culture of 
transparency and diversity and recognises all employees as a ‘whole person’ 
with a potential for learning and growth.  Grogan also states that legislative 
requirements have required management to obtain a thorough understanding of 
the boundaries that exist in order to preserve sound employee relations.  All the 
policies and procedures in place are potential battlefields if the rationale behind 
it is not understood or applied it consistently. 
 
The labour relationship arises from work in industrial society and is marked by 
certain negative attitudes, a great degree of depersonalisation and feelings of 
powerlessness amongst employees.  Much of this has its roots in the industrial 
revolution, in the type of work which evolved from this and traditional attitudes to 
work and the work situation (Important legislation 2004:10).  Grogan (2001:51) 
adds to this statement and further argues that due to the interaction that occurs 
between employers and employees, the potential exists for the creation of 
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disputes.  If these disputes are not managed effectively, it can lead to 
unnecessary industrial action.  Grogan therefore suggests that a thorough 
understanding of the relationship between employers and employees is of 
fundamental importance in managing relationships.  
 
3.4.4 Employee career development 
 
The information published in the national initiatives (2002:6) suggests that, as 
part of an organisation’s commitment and goal to become an employer of 
choice, each and every employee should have a career development plan.  
Although management has a responsibility to ensure that employees with 
proper qualifications, experience and competence are available when needed, 
the ultimate responsibility for career development remains with the employee.   
 
The following career development tools/methods can be offered by the 
employer: 
• Performance appraisals, where strengths and areas for development are 
identified; 
• Individual development planning sessions to formulate action plans for 
developing growth areas; 
• Career planning workshops in which employees are guided in identifying 
their talents, values, competencies and developing career development 
strategy; 
• Individual career counselling sessions offered by human capital 
management which consist of psychological testing, feedback and 
facilitation of an individual career development strategy; and 
• Formal training (National initiatives 2002:6). 
 
3.4.5 Leadership development 
 
The national initiatives (2002:6) differentiate between leadership and 
management and states that leadership focuses on initiative, vision and 
strategic development, whereas management focuses on the implementation of 
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the vision and thus the short-term goals of a company.  Leadership, unlike 
management, is not restricted to employees in specific positions, but is rather 
related to all people with the ability to influence and inspire others to attain a 
goal.   
 
The national initiatives (2002:6) further state that leadership needs to: 
• Provide a vision and initiate change; 
• Inspire and develop; 
• Influence others; 
• Do the right things; and 
• Be passionate. 
 
The focus of leadership development should be people management, which 
includes developing people, hence the focus should be on developing 
competence in others.  There should also be a focus on other competencies 
that will give an organisation the competitive edge such as strategic thinking 
and creating a vision (National initiatives 2002:6). 
 
3.5 BENEFITS OF TRAINING AND DEVELOPMENT 
 
Swanepoel, et al. (2003:453) believe that winning ideas and first-class business 
performance essentially comes from capable, motivated people.  Regardless of 
the type of industry, the organisation's success depends almost entirely on its 
most valuable assets, namely it’s human capital, it’s people.  The authors 
further believe that people value is driven by three factors.  These three factors 
collectively can provide organisations with a significant competitive advantage: 
• The extent to which your employees have the competencies, skills and 
knowledge required by the organisation; 
• The level of engagement of your workforce, namely the extent to which 
you have captured their hearts and minds; and 
• The productivity and flexibility of your labour force. 
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Swanepoel, et al. (2003:453) point out that, organisations train and educate 
employees to increase the literacy levels, especially for people who have little or 
no formal learning to prepare them for future positions.  Training also improves 
employees’ morale and motivation, and enhances their self-esteem and 
awareness.  Educated employees perform better, are able to make better 
decisions and experience increased job satisfaction, which in return benefits the 
organisation.   
 
Swanepoel, et al. (2003:453) further state that training integrates career 
advising and assessment strategically with internal training goals and ensures 
competitiveness in the marketplace.  The more educated workers are the better 
they can make informed decisions about their own education, training and 
career paths, which reduce barriers to education and training opportunities.  
Educated employees also experience less stress associated with change than 
those not sufficiently trained. 
 
A successful organisation therefore, develops and implements people training 
programs that focus, engage and reinforce employees' contributions to 
organisational performance.  It is of utmost importance that HRD should be 
tailored to fit the organisation’s strategy and structure.   
 
3.6 CONCLUDING REMARKS 
 
Organisations, large and small, in every sector are being squeezed in all 
dimensions.  They compete for customers whose expectations of quality, price 
and service are constantly increasing.  South Africa is therefore not unique 
regarding this, it is happening all over the world.  Throughout the world 
education, training and equitable working practices are recognised as essential 
ingredients to compete successfully and to ensure what the International Labour 
Organisation has referred to as high performance working practices.  There is 
growing consensus that high performance working practices are setting high 
standards by developing their labour force and making use of working practices 
such as team-working, job redesign, employee involvement in decision-making, 
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extensive communication and performance-related pay to enhance 
organisational performance (Mdladlana 2003:3). 
 
In this chapter the literature on employee performance, skills and equity in 
South Africa were discussed.  The chapter also addressed employment 
development strategies that will assist the selected organisation in developing 
individuals from designated groups and how organisations can benefit from 
training and developing their employees.   
   
The following chapter will considers a situational analysis regarding 
employment equity in South Africa and within the selected organisation. 
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CHAPTER 4 
SITUATIONAL ANALYSIS OF THE SELECTED ORGANISATION 
 
 
4.1 INTRODUCTION 
 
Tsukudu (1987, as cited in Berry 2003:37) suggests that in South Africa mostly 
white males fulfil management roles as they hold up to 98 per cent of all top 
positions in organisations.  Tsukudu further notes that research shows that 
discrimination on the basis of race and gender is institutionalised in South 
African organisations, and that white male managers as an elite group continue 
to maintain their privileged position by closing off opportunities to women and 
people of colour.   
 
In this chapter the current equity and employee development situation in South 
Africa will be analysed and a situational analysis of the selected organisation 
will be provided.  The situational analysis will be used to assist in answering 
sub-problem three. 
 
4.2 ORGANISATIONS AND THE ENVIRONMENT 
 
Van Tonder (2004:189) argues that management performs a critical role in 
bringing about change and initiating appropriate change responses to 
environmental demands.  Management must scan, interpret and act on 
environmental information and must perform the critical function of brokering the 
ideal ‘fit’ relationship between organisation and environment.  According to the 
research done by Joseph (2006:27), business leaders must constantly 
determine what is required to remain competitive in their specific industry.  The 
promulgation of the EE Act poses further challenges to South African business 
leaders and creates the fear that organisations could lose their competitive 
advantage by increasing their employment compliment with people from 
designated groups.   
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According to Thompson, Strickland and Gamble (2005:45) managers must 
obtain a deep understanding of the organisation’s situation, before steering the 
organisation in a new direction or altering its current strategy.  This 
understanding requires thinking strategically about two facets of the 
organisation’s situation: 
• The industry and competitive environment in which the organisation 
operates and the forces acting to reshape this environment; and 
• The organisation’s own market position and competitiveness, which 
include its resources and capabilities, its strengths and weaknesses, and 
its windows of opportunity. 
 
Thompson, et al. (2005:45) further state that business leaders must also be 
able to perceptively diagnose an organisation’s external and internal 
environments to succeed in crafting a strategy that is an excellent fit with the 
organisation’s situation, is capable of building competitive advantage and 
promises to boost the organisation’s performance.  This represents the three 
criteria of a winning strategy.   
 
Thompson, et al. (2005:45) identify three distinct environments, which have an 
influence on business.  These are the following. 
• Micro-environment, which consists of variables within the organisation 
such as the strengths and weaknesses; the organisation and its 
management; the vision, mission and objectives and its resources. 
• Industry or market environment, which consists of the elements within 
the immediate industry and competitive environment and includes 
variables such as competitors; rivalry firms; new entrants to the market; 
substitute products; suppliers and customers’ needs and buying power. 
• Macro-environment, which consists of the elements outside the industry 
environment and is based on the PESTEL analysis (Political influences, 
Economic conditions, Social values and lifestyles, Technological 
influences, Environmental influences and Legal influences). 
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It is therefore, necessary to understand the different elements within the 
business environment.  Laudon and Laudon (2003:97) argue that there are 
various forces that affect an organisation’s ability to compete and therefore, 
greatly influence an organisation’s business strategy.  Organisations should 
therefore, not only be aware of the presence and nature of the different forces, 
they should also consider the strength and influence each force has on their 
business.  Before organisations formulate their competitive advantage, it is 
important to take cognisance of the competitive environment in which they 
operate and be vigilant for changes that are required to remain competitive.  
Laudon and Laudon further highlight that any organisation, irrespective of the 
market it operates in, is expose to external forces and uses the strategist, 
Michael Porter’s competitive forces model to illustrate this statement.  Figure 
4.2 provides the illustration of these competitive forces. 
 
FIGURE 4.1:  PORTER’S COMPETITIVE FORCES MODEL 
 
 
 
 
 
 
 
 
 
 
Source:  Laudon & Laudon 2003:97 
 
As illustrated in figure 4.2, there are various forces that affect an organisation’s 
ability to compete.  There are threats from new market entrants and from 
substitute products and services.  Customers and suppliers wield bargaining 
power, while traditional competitors constantly adapt their strategies to maintain 
their market position.  Once an organisation understands the environmental and 
competitive forces, which influence its performance, it can move forward and 
choose the appropriate strategy to compete. 
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4.3 MEDSCHEME AND THE ENVIRONMENT  
 
Medscheme was founded in 1971 and consists of a large number of 
interdependent and complementary processes, which are managed by way of 
state-of-the-art information technology systems and require a high level of 
intellectual skills uniquely suited to their business environment.  Medscheme is 
a service organisation and its employees, who interface with the client, reflect 
Medscheme as a whole.  Medscheme therefore requires competent, 
knowledgeable and well trained staff on all elements of the business to ensure 
that members are serviced effectively and remain competitive in the ‘ever 
changing’ medical aid industry (Medscheme 2006:3). 
 
4.3.1 Medscheme’s vision  
 
“Medscheme offers a multi-scheme fully outsourced service model, focused 
entirely on partnering with its clients to achieve their strategic objectives” 
(Medscheme 2006:3).   
 
This is the key to the success of the organisation and must drive behaviour at 
every level within the organisation.  Key business objectives, individual key 
performance areas, performance measurement and reward structures must all 
be aligned to this purpose (Medscheme 2006:3). 
 
4.3.2 Medscheme’s core purpose and core values  
 
Medscheme exists to ensure the continued and increased access to affordable 
quality value adding healthcare and the organisation’s core values are: 
• To strive for excellence and to be the best at all times; 
• To encourage diversity, debate and participation; and 
• To will uphold honesty and integrity in all dealings with all stakeholders. 
 
These values are the core, essential and enduring tenets of the organisation 
which embody the vision.  They are general guidelines which set the foundation 
for how the organisation operates (Medscheme 2006:3). 
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4.3.3 Medscheme’s core competencies and capabilities  
 
• The organisation’s understanding of the healthcare industry as well as 
the depth of the management team through market lifecycles. 
• The organisation’s health risk management expertise. 
• The organisation’s robust, sound administration and health risk 
management platform as well as its business processes including state-
of-the-art technology that are fully integrated. 
• The Medscheme brand. 
• The organisation’s 75 per cent black ownership. 
 
4.3.4 Medscheme’s value proposition  
 
• Aimed at members and corporate companies who require affordable 
quality access to healthcare. 
• The organisation’s robust, sound, lowest cost, effective administration 
and risk management solutions which manages scheme risks and drives 
costs down, offers wider and increased access to affordable quality 
healthcare with highly efficient and effective processing of claims. 
• With the organisation’s collective expertise it offers comprehensive, 
integrated solutions (risk management, IT and administration) to ensure 
the most efficient (cost) and effective (risk) processing of member 
healthcare transactions. 
 
4.3.5 Medscheme’s seven key objectives 
  
• Key objective 1 – Administration: To be the lowest cost and best quality 
administrator in the industry. 
• Key objective 2 – Health Risk Management:  To have the most effective 
health risk management solutions in the industry. 
• Key objective 3 – Profitability:  To have increased the operating profit 
margin. 
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• Key objective 4 – Staff:  To have improved the quality of staff (in terms of 
outputs and competencies) and increased employee satisfaction. 
• Key objective 5 – Product diversification:  To have generated significant 
additional and diversified revenue steams. 
• Key objective 6 – Profitable membership growth:  To have grown the net 
membership in the private sector. 
• Key objective 7 – Boards of Trustees:  To have built strong relationships 
with our clients to protect our revenue streams. 
 
Management are accountable to interpret the seven key objectives as it applies 
to their areas of responsibility and must build these objectives into their 
business plans to align their respective business unit objectives’ to that of the 
group objectives.  Managers must also communicate these objectives to their 
staff and align the behaviour of the staff with it (Medscheme 2006:4). 
 
4.3.6 Medscheme’s human capital strategy  
 
Medscheme (2006:4) operate in a dynamic and highly competitive industry and 
to remain competitive, it is always striving towards innovative and value-adding 
solutions for its clients.  This requires a vast amount of knowledge and 
expertise, which must be evident in the people who work there.  Doing business 
in an ‘ever changing’ environment requires constant learning and effective 
change management.  Medscheme HR objectives are to: 
• Become an employer of choice; 
• Create and facilitate the development of a culture that is innovative, 
performance driven, client centric and people focused;  
• Facilitate the development of a competent workforce; 
• Create leadership capacity that engineers the business towards 
achieving maximum shareholder value; and 
• Establish high performance individuals and teams who are rewarded for 
their contribution towards the achievement of business success. 
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Medscheme (2006:5) wants to achieve its HR objectives by building and 
investing in an innovative, passionate, diverse and dynamic team of people.  
Medscheme’s human capital vision is to create a culture of ownership and 
empowerment which must form the cornerstone of the business.  They believe 
that this can be achieved by allowing employees to secure their own future 
through ongoing investment in skills and development.  The human capital 
strategy is captured within a project called ‘work towards the power of people’ 
(Wp).  The objectives of this project are to: 
• Strive for organisational performance through people; 
• Ensure stable organisational design; 
• Enable line to manage staff; 
• Align benefits to level of work; 
• Understand what ‘I am accountable for’ based on generic job and aligned 
levels of work; 
• Implement a competency based human capital model; 
• Ensure right place, best people and right job; 
• Ensure parity and transparency in employee rewards and recognition; 
• Getting the appropriate balance between cost of, and investment in, 
people; 
• Ensure appropriate workforce capacity planning and budgeting; 
• Ensure a personal development plan for all; 
• Ensure leadership capability and development; 
• Attract and select the best talent; 
• Grow talent in line with future work requirements; 
• Enable a culture of performance; 
• Grow inspirational leaders; 
• Implement career plans to grow potential; 
• Implement succession plans guiding the way forward; 
• Ensure a trackable workforce transformation; 
• Ensure retention of highly talented staff; 
• Make the workplace adaptable; and 
• Create ‘a believe’ in ‘our’ people. 
   
  
Chapter 4:  Situational analysis of the selected organisation 
- 62 - 
 
4.4 EMPLOYMENT EQUITY PROGRESS IN SOUTH AFRICA 
 
It has been eight years since the EE Act was signed into law.  All organisations 
within South Africa are required to implement steps towards the attainment of 
equity in the workplace and a workforce that reflects the demographics of the 
country or area in which they operate.  Organisational progress is monitored on 
an annual basis (Joseph 2006:39). 
 
Manyi (2005/06:iv), however, states that it is evident though that much work 
remains to be done to improve the employment equity performance both to 
employers’ reporting levels and to increase substantive compliance with the EE 
Act.  Employment equity needs to be effective both vertically and horizontally 
and the cause of transformation is not advanced if people from designated 
groups are largely deployed in positions that have no real decision-making 
powers.  According to Manyi, employment equity can only be achieved if there 
is a suitably skilled pool of workers to take up positions at every level of a 
business.  It is therefore, essential that a company’s skills development 
planning is aligned with its employment equity objectives. 
 
This progress is monitored by the Commission for Employment Equity (CEE).  
The CEE is a statutory body established in terms of section 28 of the EE Act to 
advise the Minister on the implementation of the EE Act.  The Commission 
submits an annual report to the Minister.  The report covers the extent of 
reporting, employment equity reporting trends, workplace profiles, workforce 
movements, skills development and employment measures and practices.  The 
report also includes a trends analysis and observations made by the CEE 
(Manyi 2005/06:iv).   
 
However, the key question remains whether organisations are succeeding in 
reversing the legacy of the Apartheid system.  Looking at what emerged out of 
the Commission’s report for July 2005 to April 2006, it is evident that the pace of 
change is too slow (Manyi 2005/06:iv).  Amongst others, the report notes that: 
• 87 per cent of the total employee compliment is represented by the 
previously disadvantaged designated groups; 
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• 43 per cent of management is represented by white males; and 
• 96 per cent of the total representation of the previously disadvantaged 
designated groups is employed in positions below management. 
 
Based on the Commission’s report for July 2005 to April 2006, the progress of 
South African organisations in implementing employment equity is examined in 
the categories that follow. 
 
4.4.1 South Africa’s workforce distribution 
 
Manyi (2005/06:iv) states that one of the objectives of the EE Act is to achieve a 
diverse workforce broadly representative of the people of South Africa.  In this 
regard, the employment profile of people from designated groups should mirror 
the economically active population.  The economically active population 
includes people from 15 to 65 years of age who are either employed or 
unemployed, but excludes those not seeking employment. 
 
National demographical data on race and gender is provided in Table 4.1 and 
focuses only on the National Population Distribution (NPD) and Economically 
Active Population (EAP).  The distribution of these two populations provides 
vital information for setting of employment equity numerical goals.   
 
TABLE 4.1:  WORKFORCE DISTRIBUTION BY RACE AND GENDER 
 
National Population 
Distribution (Census 2001) 
Economically Active 
Population (September 2005) 
Population 
Group 
Male Female Total Male Female Total 
16 887 830 18 528 336 35 416 166 6 667 000 5 746 000 12 413 000 African 
37.7% 41.3% 79.0% 39.8% 34.3% 74.1% 
1 920 426 2 074 079 3 994 505 933 000 780 000 1 713 000 Coloured 
4.3% 4.6% 8.9% 5.6% 4.7% 10.3% 
545 050 570 417 1 115 467 329 000 197 000 523 000 Indian 
1.2% 1.3% 2.5% 1.9% 1.2% 3.1% 
2 080 734 2 212 905 4 293 639 1 165 000 931 000 2 096 000 White 
4.6% 5.0% 9.6% 7.0% 5.6% 12.6% 
21 434 040 23 385 737 44 819 777 9 091 000 7 654 401 16 745 401 Total 
47.8% 52.2% 100% 54.3% 45.7% 100% 
 
Source:  Manyi 2005/6:5 
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Table 4.1 shows that africans constitute the largest group of the NPD, as well 
as the largest group of the EAP in South Africa; followed by whites; coloureds 
and indians.  In terms of gender, females constitute 52 per cent and males 48 
per cent of the NPD, and 54 per cent and 46 per cent of the AEP respectively.  
Africans are the only group where their EAP lags behind their NPD.  Whites are 
virtually all economically active. 
 
4.4.2 South Africa’s workforce profiles 
 
This portion of the report focuses on the race, gender, and disability distribution 
at each occupational category and level.  Manyi (2005/6:iv) points out that this 
reports deals with some of the key challenges faced in terms of employment 
equity and outlines the strategic objectives of the Commission for the next five 
years.  The report highlights the period under review and analyses the 
employment equity reports submitted by large employers in October 2005.   
 
The CEE report for 2005/6 reflects the total percentage of employees by 
occupational category for the different race and gender groups.  For the 
purpose of this study, only six of the listed categories are selected in 
accordance of that currently used by the selected organisation (Medscheme) 
and are listed below. 
• Legislators, senior officials and managers:  includes chief executive 
officers, divisional heads, chief operating officers, general managers. 
• Professionals:  includes engineers, architects, lawyers, biologists, 
geologists, psychologists, accountants, physicists, system analysts. 
• Technicians and associate professionals:  includes computer 
programmers, nurses, therapists, product designers. 
• Clerks:  includes bookkeepers, messengers, office helpers, mail clerks, 
telephone operators, secretaries and any other administrative staff. 
• Service and sales workers:  includes, attendants, sales workers, 
advertising agents, sales people of technical and business services. 
• Elementary occupations:  includes news and other vendors, labourers, 
sweepers, char-workers and any other low level occupation. 
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The selected occupational categories in terms of race and gender are shown in 
Table 4.2. 
 
TABLE 4.2:  SOUTH AFRICAN WORKFORCE PROFILES 
 
Male Female Occupational 
categories African Coloured Indian White African Coloured Indian White 
15 760 5 263 4 606 41 334 6 872 3 965 2 074 16 033Legislators, 
senior officials 
and managers 16.4% 5.5% 4.8% 43.1% 7.2% 4.1% 2.2% 16.7%
23 649 12 118 4 970 41 223 25 790 16 601 3 347 29 598
Professionals 
15.0% 7.7% 3.2% 26.2% 16.4% 10.6% 2.1% 18.8%
40 798 15 395 10 669 55 463 28 892 15 297  7 091 38 145Technicians 
and associated 
professionals 19.3% 7.3% 5.0% 26.2% 13.6% 7.2% 3.3% 18.0%
74 602 25 565 10 643 23 491 89 169 47 636 16 731 80 435
Clerks 
20.3% 6.9% 2.9% 6.4% 24.2% 12.9% 4.5% 21.8%
135 373 26 312 9 754 39 583 65 741 28 196 6 505 25 587Service and 
sales workers 40.2% 7.8% 2.9% 11.7% 19.5% 8.4% 1.9% 7.6%
253 324 29 810 2 963 3 976 95 976 27 397 1 642 2 124Elementary 
occupations 60.7% 7.1% 0.7% 0.9% 23.0% 6.6% 0.4% 0.5%
 
Source:  Manyi 2005/6:10 
 
Table 4.2 shows that in 2005/6, whites and males continue to dominate the 
positions in the higher occupational categories, while blacks dominate the 
service workers and elementary occupations.  There has been a slight drop in 
the percentage of whites at all categories, except for the occupational category 
of professionals where the percentage increased from 24.5 to 26.2 per cent. 
 
Chart 4.1 illustrates the percentage distribution of employees by occupational 
category, race and gender for the same six categories as tabled above.  
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CHART 4.1:  SOUTH AFRICAN WORKFORCE PROFILES 
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Source:  Manyi 2005/6:11 
 
Blacks (africans, coloureds and indians) account for 40 per cent and whites 
account for 60 per cent of all employees in the occupational category of 
legislators, senior officials and managers.  It is concerning that very little change 
(less than 5 per cent) has been recorded since the large employers report in 
2003.  A more rapid rate of transformation is required to achieve the aims of the 
EE Act and to ensure that african people, in particular, are adequately 
represented in decision-making roles.   
 
4.4.3 Annual financial reports 
 
This annual report sets out the details of what was done by the Department of 
Labour during the 2005/06 financial year.  The financial year saw important 
milestones in labour market policy development, but acknowledges that there 
are still major challenges facing Government in their attempt to reduce 
unemployment, poverty and inequalities in the labour market.  The reduction of 
poverty, unemployment and inequalities in the labour market will achieve 
improved economic efficiency and productivity.  Creating employment is the 
biggest challenge facing Government and a key instrument for fighting poverty 
(Department of Labour 2005/06:1). 
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The National Skills Development Strategy for 2005 to 2010 will play a key role 
in realising Government’s goal of halving the country’s unemployment by 2014.  
The Department of Labour seeks to encourage and improve labour productivity 
in South Africa by designing and managing a sound labour relation regime and 
promoting an effective skills development strategy.  The Skills Development Act 
(No. 97 of 1998) and the Skills Development Levies Act (1999) seek to address 
the skill shortage by encouraging and supporting training across all sectors of 
the economy (Department of Labour 2005/06:13). 
 
The equity targets require that 85 per cent of all beneficiaries be black, 54 per 
cent be female and 4 per cent be people with disabilities.  To improve the 
implementation of the EE Act, the department has also developed a human 
resource code of good practice, which integrates employment equity into human 
resource policies and practices (Department of Labour 2005/06:13). 
 
4.5 EMPLOYMENT EQUITY PROGRESS WITHIN MEDSCHEME 
 
The current equity distribution according to Medscheme’s equity report 
(Medscheme reports 2006:7) indicates the following: 
• 89 per cent of the total employee compliment is represented by the 
previously disadvantaged designated groups; 
• 34 per cent of management is represented by white males; 
• 69 per cent of the total representation of the previously disadvantaged 
designated groups is employed in positions below management; and 
• 74 per cent female. 
 
Medscheme’s current equity distribution appear to be much higher than the 
required targets as set by the Department of Labour (refer to paragraph 4.4.3).  
Although the above results meet the legislative targets and compare more 
equitably than that of South Africa (refer to paragraph 4.4), it still does not 
facilitate the objectives of the EE Act.  There is still not equitable representation 
of blacks in all occupational categories, especially those in decision-making 
positions.  Evaluating the information in the equity report raises the question 
whether Medscheme’s human resource development strategies are aimed at 
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developing the employees from the previously disadvantaged designated 
groups to equip them for future positions in senior and top management. 
 
The workforce distribution and work profiles within Medscheme is compared to 
that of South Africa and discussed in paragraphs 4.5.1 and 4.5.2.  The aim is to 
determine how the current equity distribution within Medscheme compares to 
that of South Africa over the same period of time. 
 
4.5.1 Medscheme’s workforce distribution 
 
Table 4.3 provides a comparison of the economically active population (EAP) 
on race and gender between the national demographical data and that of 
Medscheme. 
 
TABLE 4.3:  COMPARISON OF THE ECONOMICALLY ACTIVE   
  POPULATION BY RACE AND GENDER  
    
Economically active 
population (Medscheme) 
Economically active 
population (South Africa) 
Population 
Group 
Male Female Total Male Female Total 
133 371 504 6 667 000 5 746 000 12 413 000 African 
6.9% 19.1% 25.9% 39.8% 34.3% 74.1% 
78 294 372 933 000 780 000 1 713 000 Coloured 
4.0% 15.1% 19.1% 5.6% 4.7% 10.3% 
88 160 248 329 000 197 000 523 000 Indian 
14.5% 8.2% 12.8% 1.9% 1.2% 3.1% 
206 615 821 1 165 000 931 000 2 096 000 White 
10.6% 31.6% 42.2% 7.0% 5.6% 12.6% 
505 1 440 1 945 9 091 000 7 654 401 16 745 401 Total 
26.0% 74.0% 100% 54.3% 45.7% 100% 
 
Sources:  Manyi 2005/6:5 and Medscheme reports 2006:3 
 
Table 4.3 shows that white females constitute the largest group of the EAP 
within Medscheme, followed by africans, coloureds and indians.  This does not 
compare favourably with the national demographical data in South Africa, where 
africans constitute the largest group of the EAP.  In terms of gender, females 
constitute 74 per cent and males 26 per cent of the EAP respectively, within 
Medscheme.  Medscheme compares better than the national demographical 
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data in South Africa, where females constitute 46 per cent and males 54 per 
cent of the EAP respectively. 
 
4.5.2 Medscheme’s workforce profiles 
 
The six occupational categories, which were used to demonstrate the workforce 
profiles within South Africa, are the same as that of Medscheme.  Table 4.4 
illustrates the workforce profiles according to the selected occupational 
categories in terms of race and gender within Medscheme. 
 
TABLE 4.4:  MEDSCHEME’S WORKFORCE PROFILES 
 
Male Female Occupational 
categories African Coloured Indian White African Coloured Indian White 
8 2 10 56 11 9 12 59 Legislators, 
senior officials 
and managers 0.4% 0.1% 0.5% 2.9% 0.6% 0.5% 0.6% 3.0%
0 0 0 2 0 0 1 3
Professionals 
0% 0% 0% 0.1% 0% 0% 0.1% 0.2%
12 13 13 109 36 36 27 188Technicians 
and associated 
professionals 0.6% 0.7% 0.7% 5.6% 1.9% 1.9% 1.4% 9.7%
58 30 34 9 181 132 69 243
Clerks 
3.0% 1.5% 1.7% 0.5% 9.3% 6.8% 3.5% 12.5%
49 32 30 29 141 116 51 122Service and 
sales workers 2.5% 1.6% 1.5% 1.5% 7.2% 6.0% 2.6% 6.3%
6 1 1 1 2 1 0 0Elementary 
occupations 0.3% 0.1% 0.1% 0.1% 0.1% 0.1% 0% 0%
 
Source:  Medscheme reports 2006:3 
 
Table 4.4 shows that whites also dominate the positions in the higher 
occupational categories, while africans dominate the service workers and 
clerical occupations within Medscheme.  Compared to the similar information on 
the South African occupational distribution, Medscheme’s distribution proves to 
be more in line than that of South Africa as a whole. 
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Chart 4.2 compares the current equity distribution within Medscheme with that 
of South Africa and illustrates the percentage distribution of employees by 
occupational category, race and gender within Medscheme for the same six 
categories as tabled above.  
 
CHART 4.2:  MEDSCHEME’S WORKFORCE PROFILES 
 
0.0%
2.0%
4.0%
6.0%
8.0%
10.0%
12.0%
14.0%
Manager Professional Technical Clerical Sales Elementary
African male Coloured male Indian male White male
African female Coloured female Indian female White female
 
Source:  Medscheme reports 2006:11 
 
The statistical data of Medscheme also proves that the occupational category of 
legislators, senior officials and managers are also dominated by whites, but 
differ to the geographical data of South Africa.  White women are dominant 
within this category.   Blacks (africans, coloureds and indians) account for 31 
per cent (SA - 40.2%) and whites account for 69 per cent (SA - 59.8%) of all 
employees in the occupational category of legislators, senior officials and 
managers. 
 
4.6 CONCLUDING REMARKS 
 
This chapter considered the factors that influence the environment in which 
organisations operate and identified the objectives and goals of the selected 
organisation.  The current employment equity distribution within South Africa 
was also analysed and compared to that of the selected organisation. 
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Taking the above into consideration, chapter 5 describes the research 
methodology used to critically and systematically analyse the perception of the 
employees within the selected organisation regarding the implementation of the 
EE Act and the development opportunities currently available to them. 
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CHAPTER 5 
RESEARCH METHODOLOGY AND ANALYSIS OF BIOGRAPHICAL 
DETAILS OF RESPONDENTS 
 
 
5.1 INTRODUCTION 
 
In chapter 2 the legislative basis for employee development was discussed and 
the literature findings in this chapter together with the results from the analysis 
in chapter 4 will be used to address and answer sub-problem one.  This was 
followed by a literature review on employee development initiatives in chapter 3, 
which provided information to answer sub-problem two.  Chapter 4 analysed the 
current equity and employee development situation in South Africa and also 
provided a situational analysis of the selected organisation.  The analysis in 
chapter 4, together with the results from the empirical study will be used to 
address and answer sub-problem three.   
 
Leedy and Ormrod (2005:12) define research methodology as a general 
approach taken in carrying out the research project and to some extent this 
approach dictates the particular tools the researcher selects.  The purpose of 
this chapter is to discuss the research methodology used in solving sub-
problem three, namely: 
• To what extent has the selected organisation implemented the 
Employment Equity Act and what development strategies are used to 
facilitate the development of individuals from the previously 
disadvantaged designated groups to equip them for future positions in 
senior and top management? 
 
In solving the above sub-problems one to three, the fourth sub-problem and 
main problem as described in section 1.2 will be resolved. 
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5.2 RESEARCH METHODOLOGY 
 
“We know that proper nutrition is important for children’s development and that 
heroin is addictive.  The question, however, is how we came to know these 
truths.  We learned these truths through research” (What are research 
methods? 2006:1). 
 
Leedy and Ormrod (2005:2) define research as a systematic process of 
collecting, analysing, and interpreting information (data) in order to increase the 
understanding of the phenomenon about which a person is interested or 
concerned.  In other words, “research is what we do when we have a question 
or a problem we want to solve” (What is Research? no date).  According to 
Collis and Hussey (2003:1) there are many different definitions offered for 
research.  However, there appears to be an agreement that research is a 
process of enquiry and investigation.  It is systematic and methodical and it 
increases knowledge. 
 
Collis and Hussey (2003:2) point out that research requires a number of 
qualities and skills.  The most important of these is the ability to persevere, 
especially when a person is faced with a setback.  Leedy and Ormrod (2005:14) 
state that the researcher cannot follow the research process without 
understanding that research methodology directs the whole project.  It controls 
the study and dictates the acquisition of data.  It is also stated that research is 
not merely a process whereby information regarding a problem is collected, but 
requires a scientific approach and the use of certain tools.   
 
Leedy and Ormrod (2005:12) define research tools as a specific mechanism or 
strategies, which the researcher uses to collect, manipulate or interpret data.  
The following are six general tools of research:  
• The library and its resources;   
• The computer and its software;   
• Techniques of measurement; 
• Statistics; 
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• The human mind; and   
• Facility with language. 
 
5.3 RESEARCH DESIGN 
 
According to Vogt (as cited in Collis & Hussey 2003:113) research design is the 
science of planning the procedures for conducting studies to get the most valid 
findings.  The research design will provide a detailed plan that can be used to 
guide and focus the research. 
 
5.3.1 Collecting the research data 
 
Leedy and Ormrod (2005:183) argue that a survey research involves acquiring 
information about one or more groups of people.  This information can be about 
their characteristics, opinions, attitudes or previous experiences.  The 
information is obtained by asking them questions and tabulating their answers.  
According to the authors, the ultimate goal is to learn about a large population 
by surveying a sample of that population.  This approach is called a descriptive 
survey or normative survey. 
 
5.3.2 Sample selection 
 
Collis and Hussey (2003:155) believe that selecting a sample is a fundamental 
element of a qualitative research study.  They state that a sample is made up of 
some of the members of a population.  A population is defined as a body of 
people or a collection of items under consideration for research purposes.  They 
further state that in a qualitative study a good sample is one in which the results 
obtained for the sample can be taken to be true for the whole population and 
must be: 
• Chosen at random; 
• Large enough to satisfy the needs of the investigation or search; and 
• Unbiased. 
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This study consisted of a sample size of 192 employees, which represents 10 
per cent of the total population within the selected organisation and is 
considered large enough to represent the total population.  The sample used in 
the study was also chosen at random and deemed unbiased, since no external 
influences exist which impact upon the selection of the sample and the 
researcher did not influenced the response in any manner.  To ensure a 
manageable process, the research was limited to the coastal region, which 
consists and includes employees from: 
• All job categories and levels up to and including general management;  
• Designated groups (black people, women and people with disabilities); 
and  
• Non-designated groups (white males). 
 
5.3.3 Data collection methods 
 
According to Collis and Hussey (2003:17) there are a variety of ways in which 
research data can be collected and refer to the main collection methods as: 
• Critical incident technique; 
• Diaries; 
• Focus groups; 
• Interviews; 
• Observation; 
• Protocol analysis; and 
• Questionnaires. 
  
Collis and Hussey (2003:151) state that questionnaires and structured 
interviews are termed research methods and more commonly used than others.   
However, according to Saunders, Lewis and Thornhill (2000, as cited in Berry 
2003:206), many researchers make use of a questionnaire to collect data 
without considering other methods such as examination of secondary sources, 
observation and semi-structured or in-depth interviews.  Saunders, et al. 
suggest that researchers should evaluate the different data collection methods 
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and choose the method most appropriate to the research question and 
objectives (Berry 2003:206).   
 
Collis and Hussey (2003:151) further state that the way the collection method is 
used can either be quantitative or qualitative.  Quantitative data are using a 
method to collect data on the frequency of occurrence of a phenomenon or 
variable, whilst qualitative data refers to the collecting of data on the meaning of 
a phenomenon.  Quantitative data is therefore numerical data, whilst qualitative 
data is nominal or named data (Collis & Hussey 2003:151).   
 
The researcher investigated the different methods to collect data and after 
careful evaluation the most appropriate method for this research paper was 
found to be a questionnaire.  For the purpose of this study the quantitative 
method was used for section A of the questionnaire, while the qualitative 
method was used for sections B and C of the questionnaire.    
 
5.3.4 Developing the questionnaire 
 
Collis and Hussey (2003:177) highlight the need to have a substantial amount 
of knowledge about the subject to be researched before one can begin 
designing the questions.  This will assist in selecting the most appropriate 
questions.  It is also believed that it is essential to have information on the 
potential audience and to use this information to determine the level of 
complexity that the questions must demonstrate.   
 
Leedy and Ormrod (2005:190) provide the following guidelines for constructing 
a questionnaire: 
• Keep it short and questions should be as brief as possible; 
• Use simple, clear, unambiguous language; 
• Check for unwarranted assumptions implicit in the questions; 
• Check for consistency; 
• Determine in advance how to code the responses; 
• Keep the respondents’ task simple in answering the questions; 
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• Provide clear instructions; 
• Give a rationale for items that may be unclear; 
• Make the questionnaire attractive and professional; 
• Conduct a pilot study; and 
• Scrutinise the final product and ensure that it meets the desired 
requirements. 
 
Collis and Hussey (2003:179) also distinguish between open-ended and closed 
questions.  They describe open-ended questions as those where respondents 
are able to provide a personal opinion in their own words, whilst the answer in a 
closed question is selected from a number of predetermined alternatives.   
 
The researcher used the theoretical elements discussed in chapter 2 and 3 as 
the basis to develop a comprehensive questionnaire.  The questionnaire is 
divided into of three sections, namely: 
• Section A – Biographical information of the respondent; 
• Section B – Development opportunities within Medscheme; and 
• Section C – Employment equity within Medscheme.  
 
The level of complexity of the questions was determined by the potential 
audience and the researcher followed the guidelines provided by Leedy and 
Ormrod (2005:190) to construct the questions relevant to the research.  The 
questionnaire consists of a total of 31 short, clear and direct statements.  
Various organisational matters relating to employee development and 
employment equity are addressed.  Section A of the questionnaire consists of 
six closed type questions.  Sections B and C consist of different statements and 
the respondents had to reply by indicating the extent to which they agreed or 
disagreed with the statement.  Appendix B provides a copy of the final 
questionnaire sent to the respondents for completion. 
 
 
 
 
  
Chapter 5:  Research methodology and analysis of biographical details of respondents 
- 78 - 
 
5.3.5 Questionnaire covering letter 
 
Saunders, et al. (2000, as cited by Berry 2003:213) state that the questionnaire 
should be accompanied by a covering letter that explains the purpose of the 
research.  Appendix A provides an example of the covering letter sent with the 
questionnaire.  The letter explains the nature and purpose of the research and 
provides clear instructions on the completion of the questionnaire.  It also 
indicates how the completed questionnaire must be returned.  
 
5.3.6 Pilot study 
 
Collis and Hussey (2003:175) believe that it is essential that the questionnaire 
be tested before distributing it to the selected sample respondents.  Leedy and 
Ormrod (2005:192) agree with Collis and Hussey and add that all 
questionnaires should be pre-tested to determine whether anyone has difficulty 
in understanding any of the questions or items.  It is therefore, important to 
conduct a pilot study amongst friends or colleagues to evaluate and comment 
on the questionnaire.  The questionnaire should be completed to determine the 
responses that can be expected. 
 
The questionnaire constructed for this research study was tested in a pilot study 
consisting of six colleagues at different occupational levels and two friends.  
They were asked to complete the questionnaire and to identify any statements 
that were ambiguous or difficult to understand.  The individuals were also asked 
to determine how long it took to complete the questionnaire and this time was 
then stated in the cover letter to inform the respondents accordingly.  The pilot 
study indicated that no significant flaws existed in the questionnaire and only 
minor adjustments were required. 
 
5.3.7 Distribution method of questionnaire 
 
Collis and Hussey (2003:175) point out that there are several ways in which the 
questionnaire can be distributed.  The cost related to the size and the location 
of the sample, however, often influences the distribution method used.  Collis 
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and Hussey (2003:175) listed the following distribution methods for 
questionnaires. 
• By post:  It is a commonly used and reasonably inexpensive method.  
This method is easy to administer, but the response rate are usually very 
low. 
• By telephone:  This method can be valuable as it reduces the cost 
associated with face-to-face interviews, whilst still allowing some degree 
of personal contact.  The response rate can be as high as 90 per cent, 
but the results can be biased toward people who have a telephone.   
• Face-to-face:  The questionnaire can be presented to respondents in any 
location and prove to have a very high response rate.  This method is 
inexpensive, but very time consuming. 
• Electronically mailed (E-mail):  This is an inexpensive and quick method 
of distribution.  The response rate is better than distributing the 
questionnaire by post, but seldom as high as that of telephone or face-to-
face distribution methods. 
   
The empirical study for this research paper was conducted by means of an 
electronically mailed survey questionnaire.  The main reason for selecting e-
mail as the distribution method was that the members of the defined sample 
were allocated in different geographic regions throughout the coast and by 
using this method, the questionnaire could be send to everyone simultaneously.  
Other advantages of using e-mail were that the survey questionnaire could be 
attached to the mail, and the respondents were able to complete the questions 
electronically and return it to the researcher, also using e-mail.  The tracking 
options available on e-mail made it easy for the researcher to track which of the 
respondents have received and read the e-mail, which allowed for tight controls 
and accurate tracking against the original distribution list.  This method proved 
to be quick and inexpensive.   
 
The question of confidentiality, however, raises a concern of using e-mail as the 
only method to return the completed questionnaire to the researcher.  The 
option of faxing the completed questionnaire to the researcher was therefore 
included, as an alternative method of communication. 
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5.4 TECHNIQUES FOR MEASURING RESEARCH FINDINGS 
 
According to Leedy and Ormrod (2005:21) measurement is the limiting of data 
of any phenomenon so that the data may be interpreted and, ultimately, 
compared to an acceptable qualitative or quantitative standard.  O’Brien (1998, 
as cited in Joseph 2006:57), on the other hand describes measurement as 
taking a finite set of data from any existing event and examining it by using an 
accepted standard. 
 
Collis and Hussey (2003:58) identify reliability and validity as the two techniques 
to measure research findings.  According to Leedy and Ormrod (2005:29) these 
two techniques can take different forms, depending on the nature of the 
research problem, the general research methodology and the nature of the data 
collected.  
 
5.4.1 Validity 
 
According to Leedy and Ormrod (2005:28) the validity of a measurement is the 
extent to which the instrument measures what it is supposed to measure.  
Differently stated, Collis and Hussey (2003:58) refer to validity as the extent to 
which a research finding accurately represents what is actually happening in the 
situation. 
 
5.4.2 Reliability 
 
Collis and Hussey (2003:58) refer to reliability as the repeatability of research 
findings, whilst Leedy and Ormrod (2005:29) argue that reliability is the 
consistency with which a measuring instrument yields a certain result when the 
entity being measured has not changed. 
 
The findings obtained in this research study are considered to be both reliable 
and valid.  Closed questions were used, which limited the range and reduced 
the variability of responses.  The respondents are also employed by the 
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selected organisation and therefore represent a true reflection of the actual 
situation experienced. 
 
5.5 REVIEW OF RELATED LITERATURE 
 
Gill and Johnson (1991, as cited in Collis & Hussey 2003:109), claim that a 
critical review of the literature should provide the reader with a statement of 
consideration, whilst Merriam (1998, as cited in Collis & Hussey 2003:109), 
considers the literature review to be an interpretation and synthesis of published 
research. 
 
According to Leedy and Ormrod (2005:64) research papers must have a 
section, or a whole chapter that reviews the related literature.  The authors also 
point out that the review describes theoretical perspectives as well as previous 
research findings regarding the problem at hand. 
 
In chapter 2 the theoretical elements related to the legislative basis for 
employment equity and employee development were presented, whilst chapter 
3 addressed the employee development strategies sourced from related 
literature.  The sources used to obtain the theory included text books from 
libraries, articles and information posted on the Internet, as well as previous 
research papers on related studies.  The researcher used the theoretical 
elements as the basis to develop the statements for the survey questionnaire. 
 
5.6 RESEARCH RESPONSE RATE 
 
The questionnaire was distributed to the 192 employees based in the coastal 
region.  A total of 106 questionnaires were received during the first 48 hours 
after distribution.   
 
Seven days after the initial enquiry, the researcher forwarded a reminder to the 
employees who had not responded yet and a further 19 questionnaires were 
received after the reminder was sent out.  The response rate is shown in table 
5.1 and in chart 5.1. 
  
Chapter 5:  Research methodology and analysis of biographical details of respondents 
- 82 - 
 
TABLE 5.1: RESPONSE RATE 
 
Total questionnaires (Sample size) Total responses Response rate 
192 125 65% 
 
Source:  The results of the empirical study 2006 
 
CHART 5.1:  RESPONSE RATE 
 
35%
65%
Total non-responses Total responses
 
Source:  Table 5.1 converted to a pie chart 
 
The overall response rate was 65 per cent, which was an excellent result as 
only between 15 and 20 per cent of staff responded to voluntary surveys in the 
past.  This is very encouraging as it means that people at all levels are willing to 
share their views and contribute towards Medscheme’s future success.   
 
5.7 ANALYSIS OF BIOGRAPHICAL DATA 
 
Section A of the questionnaire required respondents to complete general 
biographical information.  Section A consisted of six closed questions.  The 
results of the questions posed in section A are reflected in tables 5.2 to 5.8 and 
charts 5.2 to 5.8.  A brief discussion of the data follows immediately after the 
respective tables. 
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TABLE 5.2: RESPONSES ACCORDING TO RACE 
 
Source:  Results obtained from analysis of respondents’ race 
 
CHART 5.2:  RESPONSES ACCORDING TO RACE 
 
12%
23%
23%
42%
African Coloured Indian White
 
 
Source:  Table 5.2 converted to a pie chart 
 
From table 5.2 and chart 5.2 it can be seen that 42 per cent of the respondents 
were white and 58 per cent were from designated groups.  The above 
information reflects the employment equity levels that Medscheme has 
achieved within the coastal region.  It should be noted that the respondents 
occupy different positions within the organisation and that the sample size of 
empirical study only consists of 10 per cent of the total employment within 
Medscheme.  The results are therefore, only an indication of the racial 
distribution of the respondents. 
Region African Coloured Indian White 
Total 
responses 
Pinelands 4 15 1 33 53 
Durban (Central) 5 3 25 4 37 
Port Elizabeth 2 11 1 7 21 
East London 4 0 1 9 14 
TOTAL 15 29 28 53 125 
Response rate 12% 23% 23% 42% 100% 
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It is, however, interesting to note that 62 per cent of the total respondents in the 
Pinelands office (Western Cape) are white, whilst the sum of the white 
respondents in the other three regions only consists of 28 per cent. 
 
TABLE 5.3: RESPONSES ACCORDING TO GENDER 
 
Gender Total responses Response rate 
Male 17 14% 
Female 108 86% 
TOTAL 125 100% 
 
Source:  Results obtained from analysis of respondents’ gender 
 
CHART 5.3:  RESPONSES ACCORDING TO GENDER 
 
14%
86%
Male Female
 
Source:  Table 5.3 converted to a pie chart 
 
Table 5.3 and chart 5.3 reflect a female representation of 86 per cent within the 
group of respondents, which is 12 per cent higher than the total female 
representation of 74 per cent of the total employment within Medscheme as 
mentioned in chapter 2, paragraph 2.5.1. 
 
 
 
  
Chapter 5:  Research methodology and analysis of biographical details of respondents 
- 85 - 
 
TABLE 5.4: RESPONSES ACCORDING TO RACE AND GENDER 
 
Race Total responses Response rate 
African male 3 2% 
Coloured male 1 1% 
Indian male 7 6% 
White male 6 5% 
African female 12 9% 
Coloured female 28 22% 
Indian female 21 17% 
White female 47 38% 
TOTAL 125 100% 
 
Source:  Results obtained from analysis of respondents’ race and gender 
 
CHART 5.4:  RESPONSES ACCORDING TO RACE AND GENDER 
 
2% 1% 6%
5%
9%
22%
17%
38%
African male Coloured male Indian male White male
African female Coloured female Indian female White female
 
Source:  Table 5.4 converted to a pie chart 
 
Table 5.4 and chart 5.4 reflect the race split per gender and it is evident that 
white and coloured females are dominating the ratio and make up 60 per cent of 
the total representation of the total respondents.  Only 5 per cent of the total 
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respondents were white males, which mean that 95 per cent of the respondents 
were from previously disadvantaged designated groups.   
 
TABLE 5.5: REPONSES ACCORDING TO DISABILITY 
 
Status Total responses Response rate 
Disabled 2 2% 
Not disabled 123 98% 
TOTAL 125 100% 
 
Source:  Results obtained from analysis of respondents’ disability 
 
CHART 5.5:  RESPONSES ACCORDING TO DISABILITY 
 
2%
98%
Disabled Not disabled
 
Source:  Table 5.5 converted to a pie chart 
 
From Table 5.5 and chart 5.5 it can be seen that only 2 per cent of the total 
respondents are disabled, which is below the total disability ratio of 5 per cent 
with Medscheme (Medscheme reports 2006). 
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TABLE 5.6: RESPONSES ACCORDING TO OCCUPATIONAL LEVEL 
 
Occupational level Total responses Response rate 
Legislators, senior officials and 
managers 
11 9% 
Professionals 2 2% 
Technicians and associated 
professionals 
14 11% 
Clerical 51 40% 
Service and sales workers 44 36% 
Elementary occupations 3 2% 
TOTAL 125 100% 
 
Source:  Results obtained from analysis of respondents’ occupational level 
 
CHART 5.6:  RESPONSES ACCORDING TO OCCUPATIONAL LEVEL 
 
9%
2%
11%
40%
36%
2%
Managers Professionals Technicians
Clerical Sales workers Elementary
 
Source:  Table 5.6 converted to a pie chart 
 
Table 5.6 and chart 5.6 reflect the respondents’ distribution according to the six 
occupational levels within Medscheme.  The clerical and sales worker category 
dominates the occupational distribution.  The above distribution is similar to the 
occupational distribution within the total employee compliment in Medscheme.  
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TABLE 5.7: GEOGRAPHICAL RESPONSE RATE 
 
Region Sample size Total responses Response rate 
Pinelands 71 53 75% 
Durban (Central) 77 37 48% 
Port Elizabeth 25 21 84% 
East London 19 14 74% 
TOTAL 192 125 65% 
 
Source:  Results obtained from analysis of respondents’ geographical  
      distribution 
 
CHART 5.7:  GEOGRAPHICAL RESPONSE RATE 
 
75%
48%
84%
74%
Pinelands Durban Port Elizabeth East London
 
Source:  Table 5.7 converted to a pie chart 
 
Table 5.7 and chart 5.7 reveal the response rate per geographical area.  The 
two smaller offices had a better response rate than the bigger offices.  Port 
Elizabeth had the best response rate and 80 per cent of the staff submitted a 
completed questionnaire, whilst 74 per cent of the staff in East London 
responded.  Although the Pinelands office had the biggest sample, their 
response rate was the smallest at 56 per cent.   
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5.8 CONCLUDING REMARKS 
 
The aim of this chapter was to document the research methodology used during 
the study as well as to present the theoretical basis of designing the research 
questionnaire.  A quantitative analysis of the biographic details of the 
respondents was also conducted. 
 
Chapter 6 explains and analyses the findings of the research questionnaire 
which was used to determine the opinion of the respondents on the extent to 
what the selected organisation has implemented the EE Act and what 
development strategies are currently used to facilitate the development of 
individuals from previously disadvantaged groups.  
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CHAPTER 6 
ANALYSIS AND INTREPRETATION OF THE RESULTS OF THE EMPIRICAL 
STUDY 
 
 
6.1 INTRODUCTION 
 
The research methodology used in solving the defined sub-problems was 
described in chapter 5.  The technical aspects to the study were discussed in 
order to justify the quality of the procedures that were used.  The research tools 
and survey method were also discussed and the results obtained from section A 
of the questionnaire, namely, the biographical data, were also presented in 
chapter 5.  From these results it is important to note that: 
• 95 per cent of the respondents are from previously disadvantaged 
designated groups and only 5 per cent of the respondents are white 
males; and 
• 89 per cent of the respondents are in positions below management and 
only 11 per cent of the respondents are on management and 
professional occupational levels. 
 
The questionnaire was structured in the following way: 
• Section A – Biographical information; 
• Section B – Development opportunities within the selected organisation; 
and 
• Section C – Employment equity within the selected organisation. 
 
The results of section B and section C of the questionnaire are presented and 
discussed in this chapter.  The statements from these two sections are 
designed to survey the dependent variables as well as to verify the information 
sourced during the literature study described in chapters 2, 3 and 4. 
 
The aim of chapter 6 is to reflect the opinion of the respondents and to use the 
results in resolving the third sub-problem, namely:   
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• To what extent has the selected organisation implemented the 
Employment Equity Act and what development strategies are used to 
facilitate the development of individuals from the previously 
disadvantaged designated groups to equip them for future positions in 
senior and top management?   
 
6.2 DEVELOPING THE STATEMENTS IN SECTION B AND C OF THE 
QUESTIONNAIRE 
 
Collis and Hussey (2003:194) state that as well as answers to factual questions, 
opinions may also be sought.  One way to do this is to set a simple question 
requiring a ‘yes’ or ‘no’ response.  This elicits a clear response, but does not 
permit any flexibility and respondents may also be provoked into giving an 
opinion where in fact they do not hold one.  According to the authors this 
problem can be overcome by providing respondents with a rating scale and one 
more frequently used is the Likert scale.  It changes the questions into 
statements by ticking a box or circling a response.  Collis and Hussey 
(2003:194) point out that a further advantage of this method is that a number of 
different statements can be provided in a list which does not take up much 
space.  It is simple for respondents to complete and simple for the researcher to 
analyse. 
 
For the purpose of this research study the Likert scale rating method was used 
for sections B and C of the questionnaire.  The rating scale consists of five 
points and the respondents have to reply by indicating the degree to which they 
agree or disagree with the statement.   
 
The results of each of sections B and C will now be discussed.  It is important to 
note that for the purpose of the discussion, the following codes have been 
assigned to the five answer options due to the space limitations to fit the 
columns of the questionnaire on one page: Strongly Agree (S/A); Agree (A); 
Uncertain (U); Disagree (D); and Strongly Disagree (S/D) 
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6.3 QUALITATIVE ANALYSIS OF THE RESULTS OF SECTION B OF THE 
QUESTIONNAIRE 
 
Section B of the questionnaire consists of 11 statements designed to establish 
what development strategies are currently used by Medscheme to facilitate the 
development of individuals from the previously disadvantaged designated 
groups to equip them for future positions in middle and senior management.  
Table 6.1 illustrates the response rate per statement. 
 
TABLE 6.1:  RESPONDENTS’ VIEW ON DEVELOPMENT OPPORTUNITIES 
 
No. Statement 
 
S/A A U D S/D Total 
B1 Medscheme cares about developing employee 
competencies for long-term careers, not just for 
their current jobs. 
No.
% 
16
13
50 
40 
17 
14 
34 
27 
8 
6 
125 
100 
B2 Medscheme provides enough training and 
development opportunities to help me do my work 
effectively. 
No.
% 
16
13
79 
63 
12 
10 
18 
14 
0 
0 
125 
100 
B3 I receive adequate training and development in 
areas where I require it. 
No.
% 
15
12
78 
62 
13 
10 
17 
14 
2 
2 
125 
100 
B4 Training and development opportunities offered by 
the company are relevant to my job and my 
development gaps. 
No.
% 
16
13
67 
54 
19 
15 
20 
16 
3 
2 
125 
100 
B5 The company gives employees the right equipment 
and tools to complete their work. 
No.
% 
21
16
61 
49 
20 
16 
20 
16 
3 
3 
125 
100 
B6 
My skills and abilities are adequate for the job I do.
No.
% 
36
29
78 
62 
7 
6 
2 
2 
2 
2 
125 
100 
B7 More training and development interventions have 
been offered in the last 18 months. 
No.
% 
16
13
59 
47 
24 
19 
21 
17 
5 
4 
125 
100 
B8 My job provides me with opportunities to grow and 
develop. 
No.
% 
20
16
52 
42 
16 
13 
27 
21 
10
8 
125 
100 
B9 Medscheme gives me the freedom to make my 
own decisions at work. 
No.
% 
18
14
56 
45 
20 
16 
21 
17 
10
8 
125 
100 
B10 Employees are encouraged to try new ways of 
doing things at work. 
No.
% 
15
12
54 
43 
24 
19 
22 
18 
10
8 
125 
100 
B11 I have equal opportunities to career development, 
training and promotion regardless of my position, 
race, gender, et cetera. 
No.
% 
16
13
42 
34 
24 
19 
30 
24 
13
10
125 
100 
 
Source:  Results of the empirical study Appendix C 
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The results obtained from table 6.1 will be analysed and discussed in 
paragraphs 6.3.1 to 6.3.4. 
 
6.3.1 Medscheme develops employee competencies for the long-term 
 
Statement B1: There are 53 per cent of the respondents who agree/strongly 
agree with this statement.  There are 33 per cent of the respondents that 
disagree/strongly disagree, whilst 14 per cent are uncertain about the 
statement.  This means that 47 per cent of the respondents do not experience 
any form of long-term development planning.   
 
According to the information published in the national initiatives referred to in 
chapter 3, paragraph 3.4.4 of this research study, each employee should have a 
career development plan as part of an organisation’s commitment and goal to 
become an employer of choice.  One of Medscheme’s objectives is to become 
an employer of choice (chapter 4, paragraph 4.3 of this research study) and to 
achieve this objective it is in its interest to ensure that all employees have a 
career development plan in place. 
 
6.3.2 Medscheme’s current  level of training and development 
 
Statements B2 to B6 were developed to identify the current level of training and 
development offered to the employees within Medscheme to enable them to do 
their jobs effectively. 
 
• Statement B2: 76 per cent of the respondents agree/strongly agree that 
Medscheme provides enough training and development opportunities to 
help them do their work effectively.  Only 14 per cent disagree/strongly 
disagree, whilst 10 per cent of the respondents are uncertain about the 
statement.  This means that 24 per cent of the respondents indicate that 
there might be a gap in the current training and development offered to 
employees. 
• Statement B3: 74 per cent of the respondents agree/strongly agree that 
they receive adequate training and development in the areas where they 
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require it.  There are 16 per cent of the respondents that 
disagree/strongly disagree with the statement, whilst the remaining 10 
per cent indicate that they are uncertain about the statement.  This again 
means that 26 per cent of the respondents indicate that there may be a 
gap in the current training and development offered to employees. 
• Statement B4: A total of 67 per cent of the respondents agree/strongly 
agree that training and development opportunities offered by the 
organisation are relevant to their job and their development gaps.  There 
are 18 per cent that disagree/strongly disagree, whilst the remaining 15 
per cent are uncertain about the statement.  This means that a total of 33 
per cent of the respondents may not be receiving training that is relevant 
to their job, and the reason could be that line management is not aligning 
current job profiles with employee competencies and that the 
development gaps are not identified. 
• Statement B5: 65 per cent of the respondents agree/strongly agree that 
the organisation gives employees the right equipment and tools to 
complete their work.  In this case there are 19 per cent that 
disagree/strongly disagree with this statement, whilst 16 per cent are 
uncertain.  
• Statement B6: The majority of the respondents (91%) agree/strongly 
agree that their skills and abilities are adequate for the job they do.  
There are 4 per cent of the respondents that disagree/strongly disagree 
with the statement, whilst 6 per cent are uncertain.  The reason why 
there are 6 per cent of the respondents that are uncertain could be that 
they are not sure what is expected of them regarding the job 
requirements.  This statement contradicts the other three statements 
above and the reason may be that employees sometimes over-estimate 
their own abilities and skills. 
 
According to chapter 4, paragraph 4.3 of this research study, Medscheme 
requires competent, knowledgeable and well trained staff on all elements of the 
business to ensure that members are serviced effectively and remain 
competitive in the ‘ever changing’ medical aid industry.  To remain competitive, 
Medscheme is always striving towards innovative and value-adding solutions for 
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their clients.  This requires a vast amount of knowledge and expertise, which 
must be evident in the people who work there.  It is therefore important for 
Medscheme to ensure that the training and development gaps are identified and 
addressed to ensure competent and well trained staff.  This will also ensure that 
employees are aware of their training and development needs and will in return 
decrease the risk of them over-estimating their abilities and skills. 
 
Swanepoel, et al. (in chapter 3, paragraph 3.4.1 of this research study) argue 
that the training and development gaps can be closed by implementing a skills 
development plan for each employee.  The authors point out that a skills 
development plan begins with a skills analysis of the human capital within the 
organisation.  This is done by profiling each role within the organisation and 
assessing the individuals’ current skills profiles against that job profile.  Using 
this method will assist the organisation to determine the training gap per 
individual and per job profile.  Swanepoel, et al. further state that the training 
and development gap can also be determined through regular performance 
discussions with employees.  The authors conclude by pointing out that training 
which is undertaken without a careful analysis of requirements is likely to be 
ineffective and will reduce the motivation of employees to attend future 
programmes.   
 
6.3.3 Improvements regarding training and development 
 
Statement B7: In this statement 60 per cent of the respondents agree/strongly 
agree that more training and development interventions have been offered in 
the last 18 months.  There are 21 per cent that disagree/strongly disagree with 
the statement, whilst 19 per cent of the respondents indicate that they are 
uncertain about the statement. 
 
Although Medscheme has undergone significant changes in their endeavours to 
improve the Medscheme experience for their employees and customers over 
the last two years (chapter 2, paragraph 1.6 of this research study), it seems 
that more changes need to take place regarding the training and development 
of their employees.  In chapter 3, paragraph 3.2 of this research study, 
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Mdladlana points out that South Africa has passed the stage of implementing 
policies for transformation.  It is now the organisation’s responsibility to ensure 
that real changes happen and to improve its way of managing and developing 
its human resources. 
 
6.3.4 Developing employees’ self-confidence and skills for future 
positions 
 
Statements B8 to B11 are aimed at identifying the growth and development 
opportunities within Medscheme, which will increase staff self-confidence and 
ultimately lead to empowerment.  These statements are also developed to 
determine whether the current strategies within Medscheme facilitate the 
development of individuals from the previously disadvantaged designated 
groups to equip them for future positions in senior and top management.   
 
• Statement B8: A total of 58 per cent of the respondents agree/strongly 
agree that their job provides them with opportunities to grow and 
develop.  There are 29 per cent that disagree/strongly disagree with the 
statement, whilst 13 per cent are uncertain.  The reason for 43% not 
agreeing with the statement could be that proper development plans 
have not been put in place for all employees. 
• Statement B9: In this statement 59 per cent of the respondents 
agree/strongly agree that Medscheme gives them the freedom to make 
their own decisions at work.  There are 25 per cent that disagree/strongly 
disagree with the statement, whilst 16 per cent are uncertain. 
• Statement B10: A total 55 per cent of the respondents agree/strongly 
agree that employees are encouraged to try new ways of doing things at 
work.  Of the remainder of the respondents 26 per cent disagree/strongly 
disagree with the statement and 19 per cent are uncertain.  The reason 
for 45 per cent of the respondents not agreeing with the statement could 
be that the majority of the managers are still using autocratic 
management styles in their interactions with employees. 
• Statement B11: This question addresses the equity aspect of the 
development strategies within Medscheme and 47 per cent of the 
  
Chapter 6:  Analysis and interpretation of the results of the empirical study 
- 97 - 
 
respondents agree/strongly agree that they have equal opportunities to 
career development, training and promotion regardless of their position, 
race, gender, et cetera.  There are 34 per cent of the respondents that 
disagree/strongly disagree with the statement, whilst 19 per cent are 
uncertain about the statement. 
 
This part of section B of the questionnaire has the lowest percentage score 
regarding respondents that agree/strongly agree with the statements, compared 
to those discussed in paragraphs 6.3.1 to 6.3.3.  These and the other results 
obtained for section B of the questionnaire are a clear indication that 40 per 
cent of the respondents feel that the current strategies within Medscheme do 
not facilitate the development of individuals from the previously disadvantaged 
designated groups to equip them for future positions in senior and top 
management.   It is important to note though that the results of section B of the 
questionnaire could be influenced by the fact that 95 per cent of respondents 
are from previously disadvantaged designated groups and that 89 per cent of 
them are currently in positions below management.  
 
The outcome, however, does not coincide with the organisation’s objective to 
ensure that employment equity forms an integral part of its transformation 
strategic plan, and coupled with meeting employment equity targets and goals, 
to develop talent within the organisation to ensure a constant supply of skilled 
management (as stated in chapter 1, paragraph 1.6 of this research study).  
Medscheme’s vision as cited in chapter 4, paragraph 4.3 of this research study, 
is to create a culture of ownership and empowerment that must form the 
cornerstone of the business.  It believes that this can be achieved by allowing 
employees to secure their own future through ongoing investment in skills and 
development.  Judged by the opinion of the respondents it seems though, that 
Medscheme is not creating the desired culture as described above and not 
living up to its stated vision.      
 
According to the code of good practice as cited in chapter 2, paragraph 2.3.1 of 
this research study, skills development of employees is a key driver for the 
achievement of employment equity objectives and the EE Act positions skills 
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development of designated groups as an affirmative action measure.  
Development and training are key strategies to enable designated groups to 
advance and to reach equitable representation in all occupational categories 
and levels.   
 
In chapter 3, paragraph 3.2 of this research study, Mdladlana confirms that 
skills development and employment equity can be seen as cornerstones of 
good HR practice in South Africa today and together, they contribute to 
enhanced performance of enterprises and improvements in the quality of 
working life.  Swanepoel, et al. (chapter 3, paragraph 3.3.1 of this research 
study) agree with Mdladlana and add that employers need to organise and 
deploy their workforce effectively to meet the demands of national and 
international competitiveness.   
 
In the same chapter, Swanepoel, et al. state that the challenge is to secure high 
levels of productivity and commitment to meet rapidly changing business, 
regulatory and technological circumstances, while meeting employees’ needs 
for fulfilling, creative and supportive working environments.  The authors also 
state that the South African labour environment provides a dynamic and diverse 
culture that requires a HR strategy that is supportive of business goals, but also 
aware of legislative boundaries, both for the reason of creating a profitable 
organisation and a legitimate corporate citizen.  
 
The challenge for Medscheme will therefore, be to develop their current 
employee compliment to meet the requirements of employment equity 
legislation, while remaining competitive. 
   
6.4 QUALITATIVE ANALYSIS OF THE RESULTS OF SECTION C OF THE 
QUESTIONNAIRE 
 
Section C of the questionnaire consists of 14 statements and is designed to 
establish to what extent Medscheme has implemented the Employment Equity 
Act.  Table 6.2 illustrates the response rate per statement for section C.   
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TABLE 6.2: RESPONDENTS’ VIEW ON EMPLOYMENT EQUITY 
 
No. Statement S/A A U D S/D Total 
C1 I receive a competitive total compensation and 
benefit package. 
No.
% 
6 
5 
30 
24 
32 
25 
37 
30 
20
16
125 
100 
C2 I believe that incentive schemes result in fair 
rewards. 
No.
% 
14
11
31 
25 
25 
20 
36 
29 
19
15
125 
100 
C3 In Medscheme people are treated with respect and 
dignity regardless of their position, race, gender, et 
cetera. 
No.
% 
26
21
64 
51 
14 
11 
16 
13 
5 
4 
125 
100 
C4 
Medscheme encourages and values diversity. 
No.
% 
18
14
65 
52 
27 
22 
10 
8 
5 
4 
125 
100 
C5 I am keen and willing to receive diversity training 
and support. 
No.
% 
62
50
54 
43 
8 
6 
0 
0 
1 
1 
125 
100 
C6 My manager demonstrates understanding and 
sensitivity about individual differences (race, 
gender, sex orientation, et cetera). 
No.
% 
31
25
63 
50 
18 
14 
11 
9 
2 
2 
125 
100 
C7 My manager listens to and values the suggestions 
of all employees, regardless of their race, gender, 
sex orientation, et cetera. 
No.
% 
35
28
61 
49 
18 
15 
8 
6 
3 
2 
125 
100 
C8 In my department we openly seek and listen to the 
opinions of others regardless of their position, race, 
gender, et cetera. 
No.
% 
57
46
57 
46 
5 
4 
5 
4 
1 
1 
125 
100 
C9 In my department everyone is valued and 
appreciated for who they are irrespective of their 
position, race, gender, et cetera. 
No.
% 
48
38
52 
42 
11 
9 
10 
8 
4 
3 
125 
100 
C10 In my department, I believe, all employees, 
regardless of race, gender, marital status, et 
cetera, receive fair and equal treatment. 
No.
% 
38
30
55 
44 
17 
14 
11 
9 
4 
3 
125 
100 
C11 We experience racial distrust and tension in my 
department. 
No.
% 
4 
3 
10 
8 
10 
8 
61 
49 
40
32
125 
100 
C12 Medscheme communicates in a way that considers 
employees’ feelings and concerns. 
No.
% 
6 
5 
29 
23 
34 
27 
41 
33 
15
12
125 
100 
C13 Medscheme promotes a non-racial and non-sexist 
environment. 
No.
% 
29
23
63 
51 
23 
18 
9 
7 
1 
1 
125 
100 
C14 Medscheme’s, policies are applied fairly to all 
employees regardless of their position, race, 
gender, et cetera. 
No.
% 
20
16
55 
44 
25 
20 
18 
14 
7 
6 
125 
100 
 
Source:  Results of the empirical study Appendix C 
 
The results obtained from table 6.2 will be analysed and discussed in 
paragraphs 6.4.1 to 6.4.5. 
 
 
  
Chapter 6:  Analysis and interpretation of the results of the empirical study 
- 100 - 
 
6.4.1 Competitiveness of total compensation, benefit packages and 
incentive schemes 
 
Statements C1 and C2 are developed to determine how competitive, effective 
and fair the total compensation, benefit packages and incentive schemes are 
that is offered by Medscheme.   
• Statement C1: Only 29 per cent of the respondents agree/strongly agree 
that they receive a competitive total compensation and benefit package.  
The majority of the respondents (46%) disagree/strongly disagree with 
the statement, whilst 25 per cent of them are uncertain about the 
competitiveness of their total compensation and benefit package. 
• Statement C2: Only 36 per cent the respondents agree/strongly agree 
that incentive schemes result in fair rewards, whilst the majority (44%) of 
the respondents disagree/strongly disagree with the statement.  The 
remaining 20 per cent of the respondents are uncertain about the 
fairness of incentive schemes.   
 
As identified in chapter 4, paragraph 4.3 of this research study, one of 
Medscheme’s strategic objectives is to establish high performance individuals 
and teams who are rewarded for their contribution towards the achievement of 
business success.  The national initiatives as cited in chapter 3, paragraph 3.4.2 
of this research paper, confirms that in order to create a competent and 
committed workforce, management needs to measure the performance of 
employees more effectively, coach and mentor staff, and compensate 
employees equitably, whilst offering fair incentives where necessary. 
 
The results, however, indicate that the majority of the respondents do not feel 
that the total compensation, benefit packages and incentive schemes currently 
offered by Medscheme are competitive, effective and fair.  This outcome does 
not coincide with Medscheme’s strategic objective and needs to be addressed if 
Medscheme wants to achieve its objective to become an employer of choice 
and wants to create a competent and committed workforce. 
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6.4.2 Diversity within Medscheme 
 
Statements C3 to C5 are developed to identify to what extent the respondents 
value diversity and to what extent the organisation furthers diversity in the 
workplace based on equal dignity and respect of all people.   
• Statement C3: 72 per cent of the respondents agree/strongly agree that 
in Medscheme people are treated with respect and dignity regardless of 
their position, race, gender, et cetera.  There are 17 per cent of the 
respondents that disagree/strongly disagree with the statement, whilst 
the remaining 11 per cent are uncertain about the statement. 
• Statement C4: 66 per cent of the respondents agree/strongly agree that 
Medscheme encourages and values diversity.  There are 12 per cent that 
disagree/strongly disagree with the statement, whilst 22 per cent of the 
respondents are uncertain on whether Medscheme encourages and 
values diversity. 
• Statement C5: The majority of the respondents (93%) agree/strongly 
agree that they are keen and willing to receive diversity training and 
support.  Only 1 per cent strongly disagrees with the statement, whilst 
the other 6 per cent are uncertain about receiving diversity training and 
support. 
 
The results indicate that the majority of the respondents are keen and willing to 
receive diversity training and support.  There are, however, 36 per cent of the 
respondents who do not experience that Medscheme encourages and values 
diversity.  The EE Act as cited in chapter 2 paragraph 2.2 of this research study, 
stipulates that employers must further diversity in the workplace based on equal 
dignity and respect for all people.   
 
6.4.3 Implementation of the Employment Equity Act on management level 
 
Statements C6 and C7 are developed to identify the role which line 
management plays to ensure the successful implementation of the EE Act 
within Medscheme. 
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• Statement C6: In this statement 75 per cent of the respondents 
agree/strongly agree that their manager demonstrates understanding 
and sensitivity about individual differences.  There are 11 per cent that 
disagree/strongly disagree with the statement, whilst 14 per cent of the 
respondents are uncertain about the statement.   
• Statement C7: 77 per cent of the respondents agree/strongly agree that 
their manager listens to and values the suggestions of all employees 
regardless of their race, gender, et cetera.  There are 8 per cent of the 
respondents that disagree/strongly disagree with the statement, whilst 
the remaining 15 per cent are uncertain. 
 
When comparing these results with that of the organisation, it appears that the 
communication between direct management and employees is more effective 
than that from senior and top management as reflected in paragraph 6.4.6.  The 
way that line management deals with diversity is also more successful than that 
of the organisation as an entity.  
 
6.4.4 Implementation of the Employment Equity Act on departmental 
level 
 
Statements C8 to C11 are developed to determine to what extent has each 
department contributed to the successful implementation of the EE Act within 
Medscheme. 
• Statement C8: The majority of the respondents (91%) equally 
agree/strongly agree that in their department they openly seek and listen 
to the opinions of others regardless of their position, race, gender, et 
cetera.  There are 5 per cent of the respondents that disagree/strongly 
disagree with the statement, whilst 4 per cent are uncertain.  The reason 
for the 5 per cent that disagree/strongly disagree could be an indication 
of a problem in a particular department, rather than in the organisation as 
whole. 
• Statement C9: 80 per cent of the respondents agree/strongly agree that 
in their department everyone is valued and appreciated for who they are 
irrespective of their position, race, gender, et cetera.  There are 11 per 
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cent that disagree/strongly disagree with the statement, whilst 9 per cent 
are uncertain. 
• Statement C10: In this statement 74 per cent of the respondents 
agree/strongly agree that in their department they believe, all employees, 
regardless of race or gender, et cetera receive fair and equal treatment.  
There are 12 per cent that disagree/strongly disagree with the statement, 
whilst 14 per cent are uncertain about the statement.  
• Statement C11: The majority of the respondents (81%) disagree/strongly 
disagree that they experience racial distrust and tension in their 
department.  There are 11 per cent of the respondents that do 
experience racial distrust and tension in their department, whilst 8 per 
cent of the respondents are uncertain about the statement.  Again, this 
could be a problem which is experienced in a specific department rather 
than on an organisational level. 
 
The success rate regarding the individual departments’ contribution towards the 
implementation of the EE Act is also much higher than that of the organisation 
as whole.  Statement C9 indicates that the departmental success in dealing with 
diversity is much higher than that of line management and the organisation as 
an entity. 
 
6.4.5 Implementation of the Employment Equity Act on organisational 
level 
 
Statements C12 to C14 are developed to determine to what extent Medscheme 
(senior and top management) has implemented the Employment Equity Act. 
• Statement C12: Only 28 per cent respondents agree/strongly agree that 
Medscheme communicates in a way that considers employees’ feelings 
and concerns.  There are 45 per cent of the respondents that 
disagree/strongly disagree with the statement, whilst the remaining 27 
per cent of the respondents are uncertain about the statement.  This 
means that 72 per cent of the respondents do not agree with the 
statement, which indicates that the method of communication is not 
effective within Medscheme. 
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• Statement C13: 74 per cent of the respondents agree/strongly agree that 
Medscheme promotes a non-racial and non-sexist environment.  There 
are 18 per cent that are uncertain about the statement, whilst 8 per cent 
of the respondents disagree/strongly disagree with the statement.  The 
reason for these 10 respondents disagreeing could be that they are still 
experiencing racial or sexist behaviour, either in a personal capacity or 
as an observer.  
• Statement C14: In this statement only 60 per cent of the respondents 
agree/strongly agree that Medscheme’s policies are applied fairly to all 
employees regardless of their position, race, gender, et cetera.  There 
are 20 per cent of the respondents that are uncertain about the 
statement.  The reason could be that they do not know what the policies 
entail.  The remaining 20 per cent disagree/strongly disagree with the 
statement and it appears that these respondents still experience unfair 
treatment. 
 
The results indicate that 72 per cent of the respondents do not experience that 
Medscheme communicates in a way that considers employees’ feelings and 
concerns; 18 per cent of the respondents are uncertain or do not agreed that 
Medscheme promotes a non-racial and non-sexist environment; and 40 per 
cent of the respondents do not experience that Medscheme’s policies are 
applied fairly to all employees, regardless their position, race or gender.   
 
In summary, the results of section C of the questionnaire indicate that only 54 
per cent of the respondents agree that Medscheme has successfully 
implemented the EE Act.  The success rate increases to 62 per cent if the 
responses on managerial and departmental level are included. 
 
The EE Act as cited in chapter 2, paragraph 2.2 of this research study, prohibits 
unfair discrimination and every employer is obligated to take steps to promote 
equal opportunity in the workplace by eliminating unfair discrimination in any 
employment policy or practice.  Research has also shown that employers can 
increase productivity, motivation and resourcefulness in the workplace when 
they invest in their people and treat them with fairness and equity.  Judged from 
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the opinion received from the respondents it appears that there are still 
employment barriers which affect people from designated groups.  Medscheme 
must investigate reasonable accommodation is made for these groups to 
ensure that they enjoy equal opportunities and are equitably represented in the 
workforce.  
 
6.5 CONCLUDING REMARKS 
 
The aim of this chapter was to present the results of the empirical study that 
reflects the opinions of the respondents regarding the extent to which the 
selected organisation has implemented the EE Act and what development 
strategies are currently used by them to facilitate the development of individuals 
from the previously disadvantaged designated groups to equip them for future 
positions in senior and top management.   
 
The analysis and interpretation of the results of the empirical study were 
undertaken in terms of the objectives of the research stated in chapter 1.  In 
general, the respondents appear to be consistent in responding to the 
statements contained in the questionnaire.  The results of the survey indicate 
that the selected organisation has complied with most of the requirements of the 
EE Act as discussed in chapter 2.  From the results it is also evident that the 
selected organisation is offering some form of formal training to their 
employees, especially those from previously disadvantaged designated groups. 
 
It is, however, established that there is room for improvement in certain areas 
and that the results obtained from the empirical study do not always coincide 
with the strategic objectives of the selected organisation. 
 
In the next chapter the researcher will make conclusions and recommendations 
based on the results obtained from the empirical study.  The fourth sub-problem 
is also addressed by integrating the literature study with these results. 
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CHAPTER 7 
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 
 
 
7.1 INTRODUCTION 
 
Chapter 7 provides the opportunity to gather all loose threads and to summarise 
what has been accomplished by the research project.  In this final chapter, the 
researcher will attempt to resolve the main problem stated in chapter 1 by 
solving the sub-problems.  Problems and limitations that were encountered 
during the research, opportunities for further research and recommendations 
based on the gaps identified by the empirical study will also be discussed. 
 
7.2 SUMMARY OF THE RESEARCH 
 
Chapter 1 provided an outline of the research paper.  In addition, the main 
research problem and sub-problems were defined.  The main problem identified 
in this study was: 
 
Are the development strategies at the selected organisation in line with 
employment equity objectives? 
 
The study was prompted by the fact that South African organisations are aware 
of the need and legislative requirement to develop individuals from designated 
groups to equip them for future positions in middle and senior management.  
These organisations, however, are experiencing difficulty in selecting individuals 
from designated groups and in establishing appropriate development strategies 
to achieve equitable representation of these individuals, particularly at middle 
and senior management levels.  The research findings of Fisher, et al. (2003), 
Hirsh (2004), Rourke (2003), Swanepoel, et al. (2003), Wilson (1999), Wolfe 
(2004) and Ulrich (1997) confirm that employers can increase productivity, 
motivation and resourcefulness in the workplace when they invest in their 
people and treat them with fairness and equity.  The authors also confirm that 
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education, training and equitable working practices are essential to compete 
successfully and ensure high-level working practices. 
 
In order to resolve the main problem, four sub-problems were developed and 
addressed in various chapters of this study.  The sub-problems are listed below 
together with a brief discussion on each sub-problem.   
 
• Sub-problem one: What led to the passing of the Employment 
Equity Act (No. 55 of 1998) and what aims and objectives are 
contained therein, especially relating to employee development? 
 
In order to provide answers to sub-problem one, a literature study was 
conducted to establish the legislative basis for employee development in terms 
of the Employment Equity Act (No. 55 of 1998) and the Skills Development Act 
(No. 97 of 1998).  The aims and objectives contained in the EE Act were also 
discussed and the importance of developing individuals from designated groups 
was emphasised.   
 
The findings in chapter 2 revealed that the corporate culture established by 
senior and top management in South Africa generally tends to suppress that 
which is different.  It also endeavours to ensure that new entrants to the 
organisation will assimilate norms and values, historically developed in the 
white mould, and generally conform to ‘the way things are done around here’.  It 
relates to style and conformance of the ‘unwritten rules’ of the organisation, 
which are often unrelated to issues of performance and productivity (Thomas & 
Robertshaw 1999:12). 
 
The promulgation of the Employment Equity Act (No. 55 of 1998) and the Skills 
Development Act (No. 97 of 1998) therefore, was a necessary step in legislating 
employment practices that would ensure that the demographics of the country is 
also reflected in the workforce.  It has assisted organisations in gearing 
themselves up for globalisation and serving a changed market that is the result 
of social and political change in the country.  In the eight years that have 
passed since the Skills Development Act was passed, literally millions of people 
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in South Africa have been trained under the banner of the Act.  Many of these 
people have been the workers who keep the economy running in the mines, 
offices, shops, farms and factories of the nation.  With the training that they 
have received the productivity and competitiveness of their workplaces has 
been improved and their own employment security and livelihood has been 
enhanced.  In addition, hundreds of thousands of unemployed young and old 
people have also been trained, and have used the skills that they have acquired 
to find work in the formal labour market to create their own income generating 
opportunities or to participate in social development projects that aim to improve 
the lives of their communities (SANGOCO Seta Workshop 2004:1). 
 
From the discussions in chapter 4 of this research study it became evident that 
progress is being made with regard to the Employment Equity Act, the Skills 
Development Act, and the National Strategy for Skills Development.  It, 
however, also reveals that there is still much to be achieved.  Achieving a more 
skilled, representative and productive workforce will take time.  The citizens and 
business owners of South Africa must, however, ensure acceleration in the 
momentum of the change that needs to take place.  It is essential to identify 
concrete evidence of progress made to achieve the aims and objectives of the 
Employment Equity and related Acts.  It is argued that the goal to which 
organisations should strive is that of enabling people to work together 
effectively, united through a joint vision and a related shared value base that is 
developed in a participative manner and which is focused upon key 
performance outputs. 
 
Through the literature findings in chapter 2, together with the results obtained 
from the situational analysis in chapter 4, sub-problem one was successfully 
answered.     
 
• Sub-problem two: What employee development strategies are 
revealed in the relevant literature that will assist the selected 
organisation in developing individuals from designated groups? 
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In chapter 3 a literature review was presented on employee development 
initiatives, which provided information to answer sub-problem two.  This chapter 
also considered the importance of employee development as a strategy to 
ensure a productive and motivated workforce and how this strategy can 
increase competitiveness in the market place.  Strategies to develop individuals 
from designated groups to equip them for future positions in middle and senior 
management positions were also discussed. 
 
Building a culture of lifelong learning and achieving equity in the workplace 
means creating high performance enterprises, changing negative attitudes and 
encouraging employers and employees to accept both equity and skills 
development as vital contributors to productivity and competitiveness.  Investing 
in the development of people is a valuable means of assessing the commitment 
of organisations and Government.  It is a standard that can benchmark good 
business practice and make South Africa globally more competitive and 
attractive to investors.   
 
Through the literature findings in chapter 3, development strategies that will 
assist the selected organisation in developing individuals from designated 
groups, were revealed.  These strategies are presented as part of the 
recommendations in paragraph 7.4 of this research study.  Sub-problem two 
was therefore successfully answered. 
 
• Sub-problem three: To what extent has the selected organisation 
implemented the Employment Equity Act and what development 
strategies are used to facilitate the development of individuals from 
the previously disadvantaged designated groups to equip them for 
future positions in senior and top management? 
 
Chapter 4 analysed the current equity and employee development situation in 
South Africa and also provided a situational analysis on the current employee 
distribution per occupational level within the selected organisation.  The results 
obtained in the situational analysis revealed that: 
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• 89 per cent of the total employee compliment is represented by the 
previously disadvantaged designated groups; 
• 34 per cent of management is represented by white males; and 
• 69 per cent of the total representation of the previously disadvantaged 
designated groups is employed in positions below management. 
 
The analysis indicates that there is a very high representation of individuals 
from the previously disadvantaged designated groups within the selected 
organisation.  It is, however, of concern that 69 per cent of these individuals are 
still within occupational levels below management.  The results also reveal that 
34 per cent of middle and senior management is also still represented by white 
males, which is a further concern.   
 
The researcher also conducted an empirical study and developed a 
comprehensive questionnaire to obtain the opinions from the employees 
regarding: 
• The extent to which the selected organisation has implemented the EE 
Act; and 
• What development strategies are currently used by the selected 
organisation to facilitate the development of individuals from the 
previously disadvantaged designated groups to equip them for future 
positions in middle and senior management?  
 
The research methodology used to conduct the empirical study was discussed 
in chapter 5.  The results of the empirical study were presented in chapter 6.  
Section B of the questionnaire was designed to establish what development 
strategies are currently used by the selected organisation.   
 
This section was measured in four areas and a summary of the opinions of the 
respondents revealed the following. 
• Medscheme developing employee competencies for the long-term: 
The results reveal that 53 per cent of the respondents agree/strongly 
agree with this statement. 
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• Current level of training and development within Medscheme: The 
results reveal that 75 per cent of the respondents agree/strongly agree 
with the statements in this category. 
• More training and development interventions have been offered in 
the last 18 months: The results reveal that 60 per cent of the 
respondents agree/strongly agree with this statement. 
• Medscheme develops employees’ self-confidence and skills for 
future positions in middle and senior management: The results 
reveal that 55 per cent of the respondents agree/strongly agree with the 
statements in this category. 
  
An examination of the total responses reveal that 60 per cent of the 
respondents agree/strongly agree that the strategies currently used by 
Medscheme facilitate the development of individuals from previously 
disadvantaged designated groups to equip them for future positions in middle 
and senior management.  This outcome, however, does not coincide with the 
organisation’s objective to ensure that employment equity forms an integral part 
of its transformation strategic plan, and coupled with meeting employment 
equity targets and goals to develop talent within the organisation to ensure a 
constant supply of skilled management.   
 
Medscheme’s vision is to create a culture of ownership and empowerment that 
must form the cornerstone of the business.  It believes that this can be achieved 
through ongoing investment in skills and development.  Judging from the 
opinion of the respondents it seems though, that Medscheme is not totally 
successful in creating the desired culture and is not living up to its stated vision. 
 
Section C of the questionnaire was designed to establish to what extent 
Medscheme has implemented the Employment Equity Act.  This section was 
measured in five areas and a summary of the opinions of the respondents 
reveal the following. 
• Competitiveness of total compensation, benefit packages and 
incentive schemes: The results reveal that only 33 per cent of the 
respondents agree/strongly agree with the statements in this category. 
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• Diversity within Medscheme: The results reveal that 77 per cent of the 
respondents agree/strongly agree that the organisation further diversify 
in the workplace based on equal dignity and respect of all people and 
that diversity is valued by all. 
• Implementation of the EE Act on management level: The results 
reveal that 76 per cent of the respondents agree/strongly agree that 
management has a positive impact on the successful implementation of 
the EE Act. 
• Implementation of the EE Act on departmental level: The results 
reveal that 82 per cent of the respondents agree/strongly agree that the 
EE Act was successfully implemented in their department. 
• Implementation of the EE Act on organisational level: The results 
reveal that only 54 per cent of the respondents agree/strongly agree that 
the organisation successfully implemented the EE Act. 
 
An examination of the total responses revealed that 54 per cent of the 
respondents agree/strongly agree that Medscheme has successfully 
implemented the Employment Equity Act.  The success rate increases to 62 per 
cent if the responses regarding the implementation of the EE Act on managerial 
and departmental level are included.  Again, the outcome of the results does not 
coincide with the organisation’s objective to ensure that employment equity 
forms an integral part of its transformation strategic plan.  Their objectives also 
state that the organisation’s commitment towards meeting employment equity 
targets is orchestrated by initiatives that will enable the organisation to meet 
both qualitative and quantitative transformation principles.  Medscheme wants 
to become an employer of choice and wants to establish high performance 
individuals and teams who are rewarded for their contribution towards the 
achievement of business success. 
 
From the results of the analysis in chapter 4 and judging from the opinion of the 
respondents it seems that there are still employment barriers which affect 
people from designated groups.  Medscheme must investigate whether 
reasonable accommodation is made for these groups to ensure that they enjoy 
equal opportunities and are equitably represented in the workplace.   
  
Chapter 7:  Summary, conclusions, and recommendations 
- 113 - 
 
The results of the analysis in chapter 4, together with the results from the 
empirical study in chapter 6 successfully answered sub-problem three. 
 
Sub-problem four: How can the results obtained from the resolution of 
sub-problems one, two and three be combined into an employee 
development model, which can be used by the selected organisation as a 
strategy for facilitating the objectives of the Employment Equity Act (No. 
55 of 1998), whilst ensuring a sustainable competitive advantage? 
 
Many aspects of the theory discussed in chapter 2 and 3 were included in the 
questionnaire.  Through the integration of the theoretical elements captured in 
the literature research and the results of the empirical study it was established 
that Medscheme had not managed to successfully implement all the facets of 
the EE Act.  It has also been established that the current development 
strategies do not address the training needs of all employees, in particular those 
individuals from the previously disadvantaged designated groups.  The 
development strategies do also not sufficiently equip them for future positions in 
senior and top management. 
 
An employee development model, which can be used by the selected 
organisation, is presented as part of the recommendations in paragraph 7.4.3 of 
this research study.  The final sub-problem was therefore also successfully 
answered. 
 
With all four sub-problems being addressed, the main problem is resolved.  The 
final results reveal that the development strategies at the selected organisation 
are not fully in line with employment equity objectives and that there is room for 
improvement in certain areas.  Recommendations to address the main problem 
are presented in paragraph 7.4 of this research study.   
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7.3 PROBLEMS AND LIMITATIONS 
 
No major problems were encountered in conducting the research study, except 
those normally associated with the electronic survey method of data collection.  
The following problems encountered warrant consideration. 
• Lack of co-operation by some of the selected respondents returning the 
completed questionnaire by the stipulated deadline.  As it was 
anticipated that this might influence the research process, sufficient time 
was allowed for this delay in the planning of the project.  A follow-up e-
mail to those who did not reply elicited some reaction and resulted in a 
final response rate of 65 per cent. 
• Four respondents failed to answer certain statements of the 
questionnaire.  The respondents were contacted telephonically to correct 
and complete their responses on the questionnaire. 
 
A limitation of the research endeavour was that due to the size of the selected 
organisation, the study was restricted to the coastal region, which in turn, limits 
the managerial level to that of general manager.  The opinions of occupational 
levels higher than general manager were, therefore, omitted from the research.  
The average profile of the respondents regarding race, gender and occupational 
split could also differ from that of the organisation as a whole. 
  
The guidelines ‘for choosing a sample’ provided by Collis and Hussey 
(2003:159) and Leedy and Ormrod (2005:198) were carefully followed when the 
sample for this study was selected to ensure that the sample is truly 
representative of the total population.  Therefore, despite these minor problems 
and limitations, the present study can be regarded as a true reflection of the 
opinions that exist amongst the employees of the selected organisation at a 
specific point in time.   
 
7.4 RECOMMENDATIONS 
 
Although there continues to be an academic debate about the link between the 
working practices and the performance of organisations, British academics, 
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Ashton and Sung (2002:27), argue that:  “We believe that a link has now been 
established, so we use the term high performance work organisation to refer to 
organisations which utilise high performance working practices in a systematic 
manner.” 
 
The researcher believes that the following recommendations and employee 
development initiatives should be implemented by Medscheme to facilitate the 
objectives of the Employment Equity Act (No. 55 of 1998), whilst ensuring a 
sustainable competitive advantage. 
 
7.4.1 Recommendations based on shortcomings identified in the 
research study 
 
Based on the objectives as set out in chapter 1, paragraph 1.7 of the research 
study; a number of shortcomings were identified from the study.  These 
shortcomings are highlighted below and recommendations have been offered 
for each shortcoming. 
 
Shortcoming 1: Opinions of the respondents regarding Medscheme’s 
human resource development strategies does not coincide with the 
objectives and goals of the organisation.   
 
As Medscheme progresses within the global arena, it needs to build on its 
strengths and stretch beyond its current offerings and operations.  One of the 
seven key objectives of Medscheme is to improve the quality of staff in terms of 
outputs and competencies, as well as to increase employee satisfaction.  
Medscheme’s human capital objective is further to become an employer of 
choice.  Medscheme must utilise its current strength of 75 per cent black 
ownership, as well as their diverse workforce to achieve these objective.  This 
will require leading and managing employee diversity through the volition and 
commitment from managers at all levels within Medscheme.  Leading diversity 
will establish sound business reason that ensures the achievement of 
Medscheme’s objectives through the effective working together of diverse 
people.  The aim is to ensure a change in organisational culture that allows 
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people to utilise their different perspectives, borne out of the diversity that they 
bring to the company, be it through race, gender, ethnicity, disability or life 
experience.   
 
Managing diversity or good people management needs to be developed in 
managers at all levels within Medscheme.  This can be done through a 
combination of training and experience.  Through ensuring that employment 
equity is an integral component of such transformation, Medscheme can 
simultaneously ensure that the objectives of the EE Act are achieved.  This 
transformation can be achieved through innovation and creativity, which are 
core success factors in achieving change.   
 
Senior management within Medscheme ultimately needs to establish whether 
the organisation’s human resource development strategies are in line with the 
objectives and goals of the organisation.  If the development strategies do not 
support the objectives and goals of the organisation, then the organisation may 
have to undergo dramatic change.   
 
Shortcoming 2: Current human resource development strategies are not 
aimed at meeting employment equity objectives.   
 
Skills development and employment equity are inextricably linked.  They are not 
the same, in that a culture of learning and training in enterprises is necessary 
for good performance irrespective of the workforce demographics.  In South 
Africa, however, with a legacy of institutionalised segregation of labour that is 
being reversed, skills development is an essential component to achieving 
employment equity. 
 
There are many options available to Medscheme in supporting equity through 
skills development and one of these options is their performance management 
systems.  Performance management is an integral part of not just measuring 
organisational success and productivity, but also employee productivity and 
commitment.  The measurement of performance must reflect the key results 
areas of a person’s job and must reward them on the success they achieve 
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after having attained these objectives. The gaps in performance as a result of 
skill and/or knowledge should be listed and training must be arranged 
accordingly.   
 
Employment equity, however, needs to form an integral part of Medscheme’s 
transformation strategic plan and coupled with meeting employment equity 
goals, the objective needs to be to develop talent to ensure a constant supply of 
skilled management level employees.  Medscheme will therefore have to find 
practical ways of addressing the issue of a shortage of appropriately skilled 
individuals from designated groups, in order to achieve their employment equity 
objectives.  This can be achieved through new innovations in tackling barriers 
for people with disabilities, improved recruitment policies or better use of 
learnerships and mentoring arrangements. 
 
Shortcoming 3: Current human resource strategy is not aimed at meeting 
the expectations of the employees.   
 
People and not machines that are the driving force behind successful 
businesses and the key to success lies in the attitudes, outlook, skills and 
support of the people.  The employees within Medscheme will be able to assist 
the organisation to respond to the pressures of a changing world and deliver the 
benefits they seek.  Medscheme, therefore, needs to ensure that they develop, 
and most importantly, communicate their vision to everyone in the organisation.  
Before Medscheme’s employees can change, they need to know and 
understand where they are going and buy into the reasons for going there.  
They also need the skills and opportunities to get there.   
 
The EE Act is aimed at ensuring that the full potential is developed and realised 
for those who were denied access to skills and opportunities in the past, and 
continue to suffer the ramifications of such discriminatory practises.  
Medscheme, therefore, must ensure that opportunities open up for employees 
from the previously disadvantaged designated groups to participate fully in the 
economy.  Through equipping their employees with knowledge, talent, skills and 
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opportunities to deliver and create value, Medscheme will establish a culture of 
lifelong learning that will ensure sustainable growth in the economy.  
 
7.4.2 Recommendations on how Medscheme can achieve transformation 
and still remain competitive 
 
This research study reveals that organisations can achieve transformation and 
still remain competitive.  Medscheme is no different.  In South Africa most of the 
legislation in the post 1994 period has been crafted to move enterprises 
towards high performance working practices on the premise that this is in the 
interests of both workers and employers.  Porter (1990, as cited in Thomas & 
Robertshaw 1999:12), however, noted that Government cannot create 
competitive industries; only organisations can achieve this objective.  The 
following recommendations will assist Medscheme to achieve successful 
transformation, whilst remaining competitive.   
 
• Employment equity initiatives and related strategies of affirmative action 
are necessary to address fair demographic representation in 
Medscheme.  Medscheme must, however, ensure that these initiatives 
are effective and enhance the performance and productivity of 
employees within the organisation.  It is therefore, proposed that 
Medscheme’s strategies to achieve employment equity should go hand 
in hand with the strategic objectives of the organisation.  The 
implementation of both employment equity initiatives and the leading of 
employee diversity in Medscheme will ensure that the organisation 
attracts and fully utilises diverse employees for a competitive advantage. 
 
• The medical industry is constantly changing and new technology is 
revolutionising the way businesses operate and communicate with 
customers.  Technology has enabled Medscheme to take tremendous 
leaps forward.  However, investing in technology is not enough and the 
strategies that brought success to Medscheme in the past are no longer 
appropriate.  To survive, Medscheme needs to remain vigilant, anticipate 
changes and adapt smartly. 
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• Senior management must establish whether the human resource 
development strategies are maintaining and gaining them a sustainable 
competitive advantage.  Medscheme’s skills development strategy needs 
to be committed to: 
? Develop the skills of the South African workforce; 
? Improve the quality of life of workers; 
? Improve productivity in the workplace; and 
? Ensure competitiveness in the market place.  
   
Senior management therefore needs to determine how Medscheme can 
achieve transformation and still remain competitive.  However, a tool is only as 
effective as the people who use it.  Medscheme, therefore, needs to enjoy the 
full support of its workers and trade unions to achieve transformation and still 
remain competitive.  The attitudes, beliefs and cultural differences are ways in 
which the climate of an organisation can be impacted.  An understanding of the 
climate is therefore essential, in managing and taking the business of 
Medscheme forward.  
 
“Realising the potential of machines depends on people.  Securing customers 
depends on people.  Producing quality goods and services depends on people.  
People are at the very heart of the productivity quest” (Mdladlana 2003:3).  
 
7.4.3 Proposed employee development model for facilitating the 
objectives of the Employment Equity Act   
 
The objective of this study is to make a contribution in the field of affirmative 
action.  This was achieved by combining the resolution of sub-problems one, 
two and three into an employee development model, which can be used by the 
selected organisation as a strategy for facilitating the objectives of the 
Employment Equity Act (No. 55 of 1998), whilst ensuring a sustainable 
competitive advantage.   
 
Medscheme needs to embrace a culture of transparency and diversity within the 
organisation and this can be achieved by the effective management of 
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employee relations.  The resourcing building block of the human capital strategy 
within Medscheme must included the three strategic basic initiatives, namely 
the recruitment and selection process; succession planning; and the retention of 
high performance employees and scarce competence.  As part of Medscheme’s 
goal to become an employer of choice, each and every employee should have a 
career development plan.  The ability to manage and develop the competence 
and commitment of employees throughout the entire organisation paves the 
way for a winning organisation.   
 
The researcher has created a six phase employee development model based 
on the research finding of Hirsh (2004), Swanepoel, et al. (2003), Coetzee 
(2002), Fisher, et al. (2003), Grogan (2001), Walton (1999) and the National 
initiatives (2002) in chapter 3.  This model will contribute to the alignment of the 
human capital strategy within Medscheme to that of the organisation.  The 
model focuses mainly on: 
• Unlocking the organisational capacity (leadership and management 
development); and 
• The implementation of transformation strategy, diverse management 
and employment equity.   
 
Berry’s (2003:167) nine-phase theoretical mentoring model was used as a 
guide for the layout of the six phase employee development model.  The six 
phases of this model are discussed briefly below. 
 
Phase 1 – Align business and human capital strategies 
 
Phase 1 of the model concentrates on the alignment of the business and human 
capital strategies.  The goal of this phase is to ensure business success through 
positioning the human capital strategy in such a way that it will enable 
Medscheme to achieve its objectives, establish efficiencies and drive towards a 
culture of performance.  This will include the following processes: 
• Establish projected organisational change, anticipated scale of activities 
and core competencies required; 
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• Establish plans to cater for promotions, resignations and retirement of 
organisational managers; 
• Implement measures through development plans to ensure that suitable 
individuals are selected from designated groups as part of the 
organisation’s strategic succession plans; 
• Ensure that the competence of employees is aligned to the skills and 
capabilities that the organisation requires to compete effectively in South 
Africa and globally; 
• Identify the skills required by business and transfer the skills to 
employees thereby improving the overall capability of the organisation to 
achieve business objectives; 
• Secure management support by communicating the programme 
objectives and strategies; 
• Communicate the organisational vision and strategy to each employee; 
• Enabling employees to control decisions on how they do their work by 
providing them with a vision and direction; 
• Providing employees with stimulating work that develops new skills; 
• Increasing teamwork amongst employees by communicating openly and 
honestly; 
• Coach and mentor staff by frequently sharing information; and 
• Embracing the diversity and employment equity amongst employees by 
respecting the dignity of all employees. 
 
Phase 2 – Profile jobs 
 
Phase 2 of the model assists in profiling each role within Medscheme and 
assesses the individuals’ current skill profiles against that of the job or role 
profile.  The role will determine what skills, knowledge and attributes are 
required to perform efficiency within that role.  Positions must be linked to fit a 
generic job (80/20 fit) and must consist of levels that cut across different ‘job 
families’ (for example finance, customer interface, IT).  The levels are 
dependent on the complexity of work, the level of accountability and the time 
span of tasks. 
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Phase 3 – Undertake needs analysis/assessment 
 
The purpose of this phase is to analyse or assess the current skill profiles 
against that job profile to determine how big the gap is between what is actual 
and what is required.  The primary method of needs analysis is gap analysis 
and can be identified when the manager has a performance appraisal 
discussion with the employee.  Proper job analyses, however, can be achieved 
by implementing workplace planning processes that will identify employees’ 
training gaps.  The following steps need to be followed:  
• Perform a skills audit to determine actual skills of current workforce; 
• Identify and define skills requirements of the organisation as derived from 
skills audit; 
• Define skills training priorities as derived form the skills requirements; 
• Make use of career planning workshops in which employees are guided 
in identifying their talents, values, competencies and develop career 
development strategy; 
• Individual career counselling sessions offered by human capital 
management which consist of psychological testing, feedback and 
facilitation of an individual career development strategy; and 
• Identify skills programmes to address the skills training needs. 
 
Phase 4 – Implement performance management strategy 
 
The purpose of this phase is to implement a performance management strategy 
that compliments Medscheme’s training and development strategy.  The goal is 
to ensure that the human capital capability, and the skills and talents of 
employees are appropriately utilised.  In this phase the individual competency 
assessments are measured against competency requirements in generic jobs.  
The competency gap drives individual development plans, long-term learning 
pathways and career paths.  Action plans must be formulated for developing 
growth areas where strengths and areas for development are identified. 
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Phase 5 – Implement training and development strategy/plan 
 
Phase 5 ensures that Medscheme’s overall business objectives are achieved by 
driving performance and a culture of performance within the business.  This is 
achieved through managing and developing the competence of employees.  All 
deliverables must therefore be linked to performance.  This is done by ensuring 
that the competence of individuals is directly linked to the competence required 
by the business.  The success of this phase depends on the readiness and 
motivation level of the learner.  Learning that takes place without motivation is 
not as successful as learning with motivation.  Motivation can be improved by 
involving the learner in the needs analyses, sharing information on the benefits 
of the training and how it can influence their career.  Training programme must, 
however, be developed to achieve the training objective and outcome.  This can 
be achieved by: 
• Implementing a workplace skills plan; 
• Monitoring, evaluating and reporting of the workplace skills plan; and 
• Establishing a quality assurance system to ensure effective and value-
added skills training and development. 
 
Phase 6 – Evaluate progress 
 
The final phase evaluates the success level of the knowledge and training 
provided to the trainees.  Effective learning requires that trainees receive 
feedback on how they are performing.  Feedback is critical for both learning and 
motivation of the employees.  This phase therefore evaluates how successful 
the learning was transferred to the job situation and how effective the training 
programme was.  The success level is determined through an ‘on-the-job’ 
evaluation regarding the performance of the trainee.  Learners are assessed to 
ascertain if there has been an improvement in performance as a result of the 
training.  The phase also needs to evaluate the impact of the learning on the 
business by measuring whether the effort of training have had a positive impact 
on the business and on the return on investment.  Medscheme therefore needs 
to measure whether the resource (financial etc.) that have been invested into 
training have actually served the purpose of performance improvement. 
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Figure 7.1 illustrates the employee development model, which can be used by 
Medscheme as a strategy for facilitating the objectives of the EE Act.   
 
FIGURE 7.1:  MEDSCHEME’S EMPLOYEE DEVELOPMENT MODEL 
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Source:  Literature study in chapter 3 and results obtained from the empirical 
study in Appendix C 
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The model consists of three main components, namely job profiling, 
performance management and a pay model.  To ensure that Medscheme 
becomes an employer of choice, the organisation needs to compensate 
employees equitably and offer fair incentives to staff where necessary.  The pay 
model must compliment the employee development model in that each pay 
scale needs to be benchmarked in the South African job market per job family 
and employees must be paid parity across positions for similar jobs.  Consistent 
long-term performance will, however, drive the movement within a pay scale.  
Position specific pay incentives need to be aligned to business targets and must 
be based on short term performance.   
 
Occupational categories and occupational levels need to be reported to the 
Department of Labour in the context of pay and equity.  Each development plan 
within Medscheme, therefore, needs to be aligned to an employment equity 
plan, which includes legislative reporting on skills development.  This model will 
ensure that employees are adequately trained to fulfil the objectives of the 
organisation, as: 
• Training leads to competence; 
• Competence leads to performance; and 
• Performance leads to attainment of business objectives. 
 
7.5 OPPORTUNITIES FOR FURTHER RESEARCH 
 
The final step necessary for the completion of this research is to make 
suggestions for further study in those areas related to the research problem.  
The additional research will serve to complement the findings and knowledge 
gained from the current research study and the following areas worthy for 
further investigation were identified. 
• This study was confined to an organisation operating as an independent 
manager of medical schemes and was restricted to the coastal regions of 
South Africa.  Similar surveys could be conducted in other geographical 
areas within other industries in South Africa in order to compare such 
data with the results obtained from the current research study. 
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• The employee development model that was created by the researcher, 
presents an opportunity for further research on the appropriateness and 
effectiveness of the model to Medscheme and other organisations. 
 
In the context of Medscheme, this study can in particular be used to: 
• Provide a basis for the design and implementation of an integrated 
performance management system that facilitates the objectives of the EE 
Act and at the same time be used as a method to identify human 
resource development gaps; 
• Provide the basis to identify strategies that can be used to attract a wide 
pool of applicants from designated groups as part of the selection and 
recruitment process; 
• Provide a basis for the design and implementation of promotions and 
transfer policies that facilitate the objectives of the EE Act; 
• Provide the basis for developing induction strategies to effectively convey 
the employer’s expectations, values and commitment to equity to newly 
employed individuals; 
• Provide the basis for mentoring programmes to facilitate the objectives of 
the EE Act; and 
• Provide the basis to identify strategies that can be used in effectively 
managing a diverse workforce. 
 
7.6 CONCLUSION 
 
This research study reveals that the promulgation of the Employment Equity Act 
was a necessary step to ensure that the demographics of the country are 
reflected in the workplace. However, simultaneously, this study proves that 
employment equity is difficult to achieve.  It involves paradigm shifts, the 
challenging of stereotypes and the embracing of risk to create and sustain an 
organisational environment within which people, representing a broad range of 
diversity evident in South Africa, can work together effectively.  At the same 
time this must ensure a sustainable competitive advantage of the company and 
ultimately for the country as a whole.   
  
Chapter 7:  Summary, conclusions, and recommendations 
- 127 - 
 
By adopting some of the recommendations in this study the selected 
organisation can significantly improve on its current development strategies and 
overall impact of employment equity on the business.  This will contribute 
positively towards development initiatives, which can be used by the selected 
organisation as a strategy for facilitating the objectives of the Employment 
Equity Act, whilst ensuring a sustainable competitive advantage. 
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APPENDIX A: COVERING LETTER OF THE QUESTIONNAIRE 
 
Appendix A: Covering letter of the questionnaire 
 
 
A. Groenewald 
Senior Manager: Bonitas Coastal Sales 
Greenacres Office Park 
Port Elizabeth 
Tel: (041) 503 5231 
Fax: (041) 503 5702 
Cell: (082) 446 7862 
E-Mail: annalineg@medscheme.co.za 
October 2006 
 
QUESTIONNAIRE ON THE DEVELOPMENT STRATEGIES AIMED AT 
MEETING EMPLOYMENT EQUITY OBJECTIVES WITHIN MEDSCHEME 
 
Dear Sir/Madam, 
I am currently studying towards a Master's degree in Business Administration 
(MBA) at the Nelson Mandela Metropolitan University in Port Elizabeth. 
  
In order to meet the requirements of this qualification, I am undertaking a 
research paper titled ‘An analysis of development strategies aimed at meeting 
employment equity objectives within Medscheme’.  The research questionnaire 
is directed at all the employees based at coastal regional offices. 
  
I would like to request your assistance in completing and returning the attached 
questionnaire.  Please answer all questions.  It should take no more than 15 
minutes of your time and your co-operation will be greatly appreciated.  Please 
note that the survey is anonymous and confidentiality of the results is 
guaranteed.   
 
Please e-mail the completed questionnaire to annalineg@medscheme.co.za or 
fax a copy to (041) 503 5702 by no later than Tuesday, 31 October 2006. 
  
Yours sincerely 
  
Annaline Groenewald     Prof. D.M. Berry 
Researcher       Supervisor 
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Appendix B: Questionnaire 
 
Section A: Biographical and Geographical Information 
The following details are required for statistical purposes and will remain 
confidential.  Please select your answer by placing an X in the appropriate 
column: 
 
1. Region 
Pinelands: Port Elizabeth: East London: Durban: 
 
2. Department 
Front 
Office: 
Call 
Centre: 
KAO/CLO/BC 
(Service & Sales: 
Operations / 
Support: 
Membership: 
 
Other, please specify:………………………………………………………………… 
 
3. Position or designation  
Elementary: Clerical: Service 
& Sales: 
Technicians: Management: Professionals:
 
 
Other, please specify:………………………………………………………………… 
 
4. Race 
African: Coloured: Indian: White: 
 
5. Gender 
Male: Female: 
 
6. Disabled 
Yes: No: 
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Section B: Development opportunities within Medscheme 
Please complete the following questions by placing an x in the appropriate 
column: 
No. Statement Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
B1 Medscheme cares about 
developing employee 
competencies for long-term 
careers, not just for their current 
jobs. 
     
B2 Medscheme provides enough 
training and development 
opportunities to help me do my 
work effectively. 
     
B3 I receive adequate training and 
development in areas where I 
require it. 
     
B4 Training and development 
opportunities offered by the 
company are relevant to my job 
and my development gaps. 
     
B5 The company gives employees 
the right equipment and tools to 
complete their work. 
     
B6 My skills and abilities are 
adequate for the job I do. 
     
B7 More training and development 
interventions have been offered 
in the last 18 months. 
     
B8 My job provides me with 
opportunities to grow and 
develop. 
     
B9 Medscheme gives me the 
freedom to make my own 
decisions at work. 
     
B10 Employees are encouraged to 
try new ways of doing things at 
work. 
     
B11 
 
I have equal opportunities to 
career development, training 
and promotion regardless of my 
position, race, gender, et 
cetera. 
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Section C: Employment Equity within Medscheme 
Please complete the following questions by placing an x in the appropriate 
column: 
No. Statement Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
C1 I receive a competitive total 
compensation and benefit 
package. 
     
C2 I believe that incentive schemes 
result in fair rewards. 
     
C3 In Medscheme people are 
treated with respect and dignity 
regardless of their position, 
race, gender, et cetera. 
     
C4 Medscheme encourages and 
values diversity. 
     
C5 I am keen and willing to receive 
diversity training and support. 
     
C6 My manager demonstrates 
understanding and sensitivity 
about individual differences 
(race, gender, sex orientation 
etc.). 
     
C7 My manager listens to and 
values the suggestions of all 
employees, regardless of their 
race, gender, sex orientation, et 
cetera. 
     
C8 In my department we openly 
seek and listen to the opinions 
of others regardless of their 
position, race, gender, et 
cetera. 
     
C9 In my department everyone is 
valued and appreciated for who 
they are irrespective of their 
position, race, gender, et 
cetera. 
     
C10 In my department, I believe, all 
employees, regardless of race, 
gender, marital status, et 
cetera, receive fair and equal 
treatment. 
     
C11 We experience racial distrust 
and tension in my department. 
     
C12 Medscheme communicates in 
a way that considers 
employees’ feelings and 
concerns. 
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No. Statement Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
C13 Medscheme promotes a non-
racial and non-sexist 
environment. 
     
C14 Medscheme’s policies are 
applied fairly to all employees 
regardless of their position, 
race, gender, et cetera. 
     
 
 
General suggestions:………………………………………………………………… 
………………………………………………………………………………………….…
……………………………………………………………………………………….……
…………………………………………………………………………………….………
………………………………………………………………………………….…………
……………………………………………………………………………….……………
……………………………………………………………………………………………. 
 
 
Thank you. 
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Appendix C: The results of the empirical study 
 
Section A: Biographical and Geographical Information 
The following details are required for statistical purposes and will remain 
confidential.  Please select your answer by placing an X in the appropriate 
column: 
 
7. Region 
Pinelands: 53 Port Elizabeth: 21 East London: 14 Durban: 37 
 
8. Department  
Front 
Office: 19 
Call Centre:  
30 
KAO/CLO/BC 
(Service & Sales): 31 
Operations / 
Support: 37 
Membership: 
8 
 
Other, please specify:…………………………………………………………..……… 
 
9. Position or designation 
Elementary:
 
3 
Clerical: 
 
51 
Service 
& Sales: 
44 
Technicians:
 
14 
Management: 
 
11 
Professionals:
 
2 
 
Other, please specify:………………………………………………………………… 
 
10. Race 
African: 15 Coloured: 29 Indian: 28 White: 53 
 
11. Gender 
Male:                   17 Female:                 108 
 
12. Disabled 
Yes:                      2 No:                        123 
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Section B: Development opportunities within Medscheme 
Please complete the following questions by placing an x in the appropriate 
column: 
 
No. Statement  Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
B1 Medscheme cares about 
developing employee 
competencies for long-term 
careers, not just for their 
current jobs. 
No.
 
 
 
%
6 
 
 
5 
30 
 
 
24 
32 
 
 
25 
37 
 
 
30 
20 
 
 
16 
B2 Medscheme provides enough 
training and development 
opportunities to help me do my
work effectively. 
No.
 
%
14 
 
11 
31 
 
25 
25 
 
20 
36 
 
29 
19 
 
15 
B3 I receive adequate training 
and development in areas 
where I require it. 
No.
%
26 
21 
64 
51 
14 
11 
16 
13 
5 
4 
B4 Training and development 
opportunities offered by the 
company are relevant to my 
job and my development gaps.
No.
 
%
18 
14 
65 
 
52 
27 
 
22 
10 
 
8 
5 
 
4 
B5 The company gives 
employees the right equipment
and tools to complete their 
work. 
No.
 
%
62 
 
50 
54 
 
43 
8 
 
6 
0 
 
0 
1 
 
1 
B6 My skills and abilities are 
adequate for the job I do. 
No.
%
31 
25 
63 
50 
18 
14 
11 
9 
2 
2 
B7 More training and 
development interventions 
have been offered in the last 
18 months. 
No.
 
%
35 
 
28 
61 
 
49 
18 
 
15 
8 
 
6 
3 
 
2 
B8 My job provides me with 
opportunities to grow and 
develop. 
No.
%
57 
46 
57 
46 
5 
4 
5 
4 
1 
1 
B9 Medscheme gives me the 
freedom to make my own 
decisions at work. 
No.
%
48 
38 
52 
42 
11 
9 
10 
8 
4 
3 
B10 Employees are encouraged to 
try new ways of doing things at
work. 
No.
%
38 
30 
55 
44 
17 
14 
11 
9 
4 
3 
B11 I have equal opportunities to 
career development, training 
and promotion regardless of 
my position, race, gender, et 
cetera. 
No.
 
%
4 
 
3 
10 
 
8 
10 
 
8 
61 
 
49 
40 
 
32 
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Section C: Employment Equity within Medscheme 
Please complete the following questions by placing an x in the appropriate 
column: 
No. Statement  Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
C1 I receive a competitive total 
compensation and benefit 
package. 
No.
%
6 
5 
30 
24 
32 
25 
37 
30 
20 
16 
C2 I believe that incentive 
schemes result in fair rewards.
No.
%
14 
11 
31 
25 
25 
20 
36 
29 
19 
15 
C3 In Medscheme people are 
treated with respect and 
dignity regardless of their 
position, race, gender, et 
cetera. 
No.
 
%
26 
 
21 
64 
 
51 
14 
 
11 
16 
 
13 
5 
 
4 
C4 Medscheme encourages and 
values diversity. 
No.
%
18 
14 
65 
52 
27 
22 
10 
8 
5 
4 
C5 I am keen and willing to 
receive diversity training and 
support. 
No.
%
62 
50 
54 
43 
8 
6 
0 
0 
1 
1 
C6 My manager demonstrates 
understanding and sensitivity 
about individual differences 
(race, gender, sex orientation 
etc.). 
No.
 
%
31 
 
25 
63 
 
50 
18 
 
14 
11 
 
9 
2 
 
2 
C7 My manager listens to and 
values the suggestions of all 
employees, regardless of their 
race, gender, sex orientation, 
et cetera. 
No.
 
%
35 
 
28 
61 
 
49 
18 
 
15 
8 
 
6 
3 
 
2 
C8 In my department we openly 
seek and listen to the opinions 
of others regardless of their 
position, race, gender, et 
cetera. 
No.
 
%
57 
 
46 
57 
 
46 
5 
 
4 
5 
 
4 
1 
 
1 
C9 In my department everyone is 
valued and appreciated for 
who they are irrespective of 
their position, race, gender, et 
cetera. 
No.
 
 
%
48 
 
 
38 
52 
 
 
42 
11 
 
 
9 
10 
 
 
8 
4 
 
 
3 
C10 In my department, I believe, all 
employees, regardless of race,
gender, marital status, et 
cetera, receive fair and equal 
treatment. 
No.
 
 
%
38 
 
 
30 
55 
 
 
44 
17 
 
 
14 
11 
 
 
9 
4 
 
 
3 
C11 We experience racial distrust 
and tension in my department.
No.
%
4 
3 
10 
8 
10 
8 
61 
49 
40 
32 
 
  
Appendix C: The results of the empirical study 
- 142 - 
 
No. Statement  Strongly 
Agree 
Agree Uncertain Disagree Strongly 
Disagree
C12 Medscheme communicates 
in a way that considers 
employees’ feelings and 
concerns. 
No.
 
%
6 
 
5 
29 
 
23 
34 
 
27 
41 
 
33 
15 
 
12 
C13 Medscheme promotes a non-
racial and non-sexist 
environment. 
No.
%
29 
23 
63 
51 
23 
18 
9 
7 
1 
1 
C14 Medscheme’s policies are 
applied fairly to all employees 
regardless of their position, 
race, gender, et cetera. 
No.
 
%
20 
 
16 
55 
 
44 
25 
 
20 
18 
 
14 
7 
 
6 
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………………………………………………………………………………….…………
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……………………………………………………………………………………………. 
 
 
Thank you. 
 
 
